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Achieving competitiveness in the currently changing scenario of the beverage industry requires, in 
addition to internal efficiency of operations, the link with external processes, going beyond the 
traditional boundaries of the organisation. Adopting a wide Supply Chain integration perspective, 
including both suppliers and customers, generates significant potential benefits, however, requires 
the players to act collaboratively. Similarly, align SC practices to the business strategy enhance 
efficiency and effectiveness of operations. Both topics have been subject of significant interest. 
However, there are opportunities to better understand why organisations are aiming to achieve SC 
Integration and how Supply Chain Strategic Alignment and Integration create competitive advantage 
to the organisations in particular industries. Therefore, the objective of this research is to answer 
those questions in order to gain insights into practitioners' experiences in the beverage industry. A 
case study focusing on the relationship among SC Strategic Alignment and Integration and its impact 
on Competitive Advantage is used to explore those elements empirically. This dissertation concludes 
with the importance of the two SC dimensions and its impact on competitive advantage within the 
marketplace. Many practices have been identified as output of the case study which showed 
evidence of strategic alignment and internal integration, e.g. S&OP, linked KPI’s and Balanced 
Scorecard, whereas, opportunities were identified to foster SC external integration. 
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Chapter 1 - Introduction 
 
 
1.1 General Introduction 
 
 
The theoretical knowledge regarding Supply Chain (SC) as a research topic is increasing in importance 
due to the huge impact of this area on the overall performance of the organisations. At the same 
time, understand how concepts of SC are applied in the practice of those firms in specific industries 
can be considered as an important source of knowledge. This dissertation focuses on two important 
aspects of Supply Chain Management (SCM): SC Strategic Alignment and SC Integration. Moreover, it 
focuses on the link between those two aspects and its impact on competitive advantage based on 
the practices of one particular organisation in the Beverage Industry. This particular industry was 
selected due to a rapidly changing scenario, which represents great challenges and opportunities, 
enhancing the importance of SCM to achieve competitiveness.  
 
1.2 Research Relevancy 
 
As argued by Bommer et al. (2000), the Beverage Industry is being affected by increasing competition 
in many different dimensions, such as advertisement, price, product proliferation and service level. 
Additionally, as other Fast Moving Consumer Goods (FMCG) industries, the Beverage Industry is 
extremely dynamic and need to respond efficiently to the market requirements in a current changing 
environment. The scenario is characterized by different customer’s preferences, changing in health 
and demographic trends, new regulations and environmental requirements. The background of the 
Industry leads to a complex SC.  
 
 11 
At the same time, the products in this industry are characterised by having low profit margins 
(Deichert et al., 2006). In this scenario of high pressures for responsiveness and low margins, efficient 
SCM became crucial. However, SC was not always a strategic priority because it was considered 
mainly as a source of cost. Moreover, the strategic advantage achieved by some organisations in the 
past few years has proved that SCM can be an important weapon to achieve competitive advantage 
(Accenture, 2003). Additionally, as stated by Cousins et al. (2008), organisations would benefit of 
using its SC resources and capabilities effectively to support the business strategy and the goals of 
the firm, leading to SC Alignment. Simultaneously, integration becomes a major issue, as the 
collaboration can generate gains in the entire SC. 
 
The importance of both SC Integration and Strategic Alignment is being emphasized in the literature 
(topic further discussed in the second chapter of this dissertation). The solutions adopted by the 
organisations within particular industries in order to cope with those challenges, however, remain an 
important topic to be addressed. 
 
1.3 Research Focus 
 
This dissertation emphasises the theories, in a more general context, of SCM, Operations Strategy 
and Business Strategy. This general approach of the theoretical background leads to a more specific 
one, which represents the focus of this research. The research focuses on the relation between the 
two dimensions of SC Integration and Strategic Alignment and its impact on Competitive Advantage. 
Figure 1 illustrates the main concepts explored in the Literature Review: the first rectangle 
represents the general background followed by a second rectangle, which represents the theoretical 
focus of this thesis. Regarding the SC Integration dimension, the research focuses on both the 
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upstream and downstream tears of SC (see section 2.3 of the second chapter). The Strategic 
Alignment dimension is defined as the link between Operations and Business Strategy (see section 
2.6 of the second chapter). The impact on the Competitive Advantage within this context was 
analysed in section 2.43 of chapter two.  Additionally, the Literature Review chapter explored the 






Figure 1 – Theoretical Research Focus. Source: Elaborated by the author 
 
1.4 Industry Focus 
 
This dissertation focuses in the relation between SC Integration and Strategic Alignment within a 
specific Industry. The Beverage Industry, as discussed before, is characterised by low profit margins; 
therefore, there are several challenges to overcome in order to achieve a high profitability in the 
market. One of the major challenges is to have an efficient and responsive SC. From this perspective, 
Slack and Lewis (2008), stated that organisations in the beverage industry, such as Coca-Cola, have a 
greater orientation towards brand and marketing, however, they still need strong SC to support its 














































Atkinson (2006), states that the organisations in the beverage industry are facing huge challenges in 
managing its SC. In this industry, those challenges include increased transportation costs, growing 
retailer influence, SKU proliferation, and a demand for a higher service level and “perfect orders”. 
Those challenges make SCM even more important for this particular industry.  Deichert et al. (2006) 
highlights that the changing concerns in society, attitudes and lifestyles are important trends, e.g. in 
the most developed countries, people are becoming more concerned with a healthy lifestyle.  
 
The changing consumer’s preferences lead to another trend: the necessity of creating new products 
for different consumer’s tastes. Consequently, manufacturers have to diversify its portfolio in order 
to maintain a sustainable growth rate. The SKU proliferation has a direct impact on the SCM, also 
increasing its complexity. The production planners have to deal with a much higher number of items, 
the warehouse has to be prepared to receive this greater portfolio and inventory management 
becomes more challenging. As a conclusion, the changes in the beverage industry have a direct 
impact on the SC operations of manufactures, which has to have a greater degree of excellence and 
flexibility to deal with this more complex environment.  
 
1.5 Research Aim and Objectives 
 
This dissertation aims to explore and identify the relation between SC Strategic Alignment and 
Integration based on the practices of one particular organisation in the Beverage Industry. 
Additionally, the objective of this project is to analyse, through a case study, the practices of the 
Beverage Industry with focus on a particular organisation.  The analysis was based on two 
increasingly important dimensions of SCM. The first dimension analysed was the level of Integration 
(see section 2.3). The second dimension was strategic alignment of the operations strategy to the 
business strategy (see section 2.6).  The two dimensions were addressed to evaluate how the 
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organisation is approaching its SC and why it is prioritising certain practices in comparison to others 
in the beverage industry. 
 
1.6 Research Questions 
 
The existing literature on the topic and the research gap of applying the two dimensions of the SC to 
the Beverage Industry leads to the formulation of the research questions (see section 2.8 of the 
second chapter), fundamental pillar of the research. The drivers of the research questions are to fulfil 
the aim and objectives of this project, relating SC Integration and Strategic Alignment to the practice 
of one organisation in the Beverage Industry. The questions, which were further explored, are: 
1) Why organisations in the beverage industry are aiming to achieve SC Integration? 
2) How Supply Chain Strategic Alignment and Integration create competitive advantage to the 
organisations in the beverage industry? 
 
1.7 Methodology Overview 
 
To understand the link between SC Integration and Strategic Alignment as the root of competitive 
advantage for one organisation in the Beverage Industry, various theoretical standpoints were 
explored in the literature review chapter. 
 
The reasoning for a case study approach was introduced in the third chapter of this dissertation. Case 
studies are applicable when the research objective is to explain “why” and “how” some social events 
happen. This argument illustrates the applicability of case study methodology to address the 
research questions in this dissertation. Therefore, the methodology was mainly focused on case 
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study research. As described by Yin (2008), a systematic and structured methodology could be used 
to enhance effectiveness of the case study research.  In order to achieve the best output possible for 
the analysis, the research should consider six main steps: to Plan, Design, Prepare, Collect, Analyze 
and Share the information and conclusions within the case study. The initial phase is essential to the 
effectiveness of the project, as it is the pillar of the definition of the detailed research questions, 
based on the literature review. It is also important to consider the advantages and limitations of the 
approach. The sources of data will be from primary sources, including interviews with experts and 
observations, and secondary sources, based mainly on company documents and literature review.   
 
1.8 Dissertation Outline 
 
Five additional chapters compose this dissertation. Chapter 2 explored several theories in the 
relevant literature in order to achieve a broad view of the research topic. Following that, Chapter 3 
addressed the methodology approach, based on case study research within a specific industry. Then, 
the case study background was exposed in order to present an overview of the organisation’s 
scenario. Based upon the Literature Review, Methodology and Case Studies Background, the Analysis 
explored the relation between the two SC dimensions in the Beverage Industry.  In addition, the last 






Chapter 2 – Literature Review 
 
2.1 Introduction  
 
As discussed in the first chapter, figure 1 was introduced to explain and summarize the conceptual 
framework of this dissertation. This figure highlights complexity of the factors that affects the two 
dimensions: SC Integration and Strategic Alignment. The conceptual framework was useful in 
improving understanding of the impact of the SC practices on Competitive Advantage for the 
Beverage Industry, defining the boundaries of the research focus. 
 
In figure 1, the first rectangle represents the general background followed by a second rectangle, 
which represents the theoretical focus of this thesis. The boxes of the first rectangle illustrate the 
general theories of the framework, including the theory of SCM, Operations and Business Strategies. 
In the second rectangle, the boxes represent the research focus of this dissertation. For the purpose 
of this dissertation, the arrows represent the relations between the concepts; this means that the 
dotted lines denote indirect relations and the full lines denote direct relations between the concepts.  
 
Therefore, as illustrated in Figure 1, SCM has a direct relation with SC Integration and an indirect 
relation with Operations and Business Strategy. Additionally, Business Strategy has an indirect 
relation with Competitive Advantage and a direct relation with Operations Strategy, which leads to 
the concept of Strategic Alignment. From the direct interaction between SC Integration and Strategic 
Alignment, the impact on Competitive Advantage is derived. 
 
 17 
This chapter is structured as follows:  the first stage is to define SCM and following that, the concepts 
of SC Integration and the major reasons why organisations aim to integrate its SC were explored. The 
second corner stone is the concept of Business Strategy, including the theory of Competitive 
Advantage which leads to a more specific focus on Strategic Alignment and how it can enhance the 
performance of the organisations. This chapter is concluded with the definition of how the research 
questions emerged. 
 
2.2 Conceptual Evolution of SCM 
 
According to Li et al. (2006), SCM is a topic of strong interest among academic researchers and 
practitioners. Moreover, despite the several definitions which have been settled, there is no 
generally accepted definition of SCM. Tan (2001) explained this lack of a common definition by the 
complexity of the phenomenon which usually leads to a dual perspective of SCM: a supplier or 
purchasing perspective (e.g. Cousins et al., 2008; and Tan et al., 1998) and a logistics perspective (e.g. 
Svensson, 2002 and Johnson et al., 1999). According to Tam (2001), those approaches have added 
different perspectives, but are, somehow, limited to their own narrow scope. Figure 2 represents the 
two alternative perspectives of SCM: Purchasing & Supplier and Logistics Perspectives, proposed by 
Tan (2001). 
 
From the purchasing perspective, Cousins et al. (2008) highlighted that SC has being more recognised 
as a strategic business process to the organisations.  In this context, Tan et al. (1998) defined SCM as 
the process which “encompasses supply management from the supply of basic raw materials to final 
products. SCM focuses on how firms utilise their suppliers' processes, technology and capability to 
enhance competitive advantage, SCM is a management philosophy that extends traditional intra-
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enterprise activities by bringing trading partners together with the common goal of optimisation and 
efficiency”. This concept can be considered relevant to this project due to the focus on competitive 
advantage (previously discussed in the chapter 1) and the importance of extending beyond the 
boundaries of the organisations (SC Integration). However, the theoretical limitation of this concept 
is that it emphasises only the relationship with suppliers. This focus on the purchasing perspective 
was highlighted in the literature (Tan, 2001). Although, supply management is an important area of 
SC, is not the only one, and the concept should be approached from a more broad perspective, 













Figure 2 - A framework of SCM literature: Adapted from Tan (2001) 
 
At the same time, the Logistics perspective is an important concept and probably was where SCM 
theory first originated. Svensson (2002) and Johnson et al., (1999) agreed upon the relevance that 
scholars and practitioners gave to the logistics perspective, which have popularized the concept of 
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the goods distribution from manufactures to customers, aiming to substitute the inventories with 














Figure 3 – SC Network Structure. Source: Lampert and Cooper (2000) 
 
One important concept in the scope of SCM is the network, illustrated in figure 3. The network 
structure is extensively used to explain the concept of SC, including both perspectives, which is 
composed by several tiers, from the suppliers of suppliers to the end customers. This more strategic 
view of the SCM was claimed by Tan (2001), who argued that the two different paths of supply and 
logistics management converged into a wider concept of SCM.  In this perspective, Aitken (1998) 
defined SCM as “a network of connected and interdependent organisations mutually and co-
operatively working together to control, manage and improve the flow of materials and information 


































































Based on the objectives of this dissertation discussed in the first chapter and the concepts evaluated 
in this section, a broad concept of SCM is necessary to address the scope of this thesis. This broad 
concept is needed because this research aims to consider both upstream and downstream linkages 
of the SC.  Mentzer et al. (2001) defined SCM as the “systemic, strategic coordination of the 
traditional business functions and tactics across these businesses functions within a particular 
organisation and across businesses within the SC for the purposes of improving the long-term 
performance of the individual organisations and the SC as a whole”. The concept of Mentzer et al. 
(2001) was adopted as a reference in this project due to the relevance given to the long-term impact 
(strategic view), and the importance of results considering all the organisations in the SC 
(Integration). 
 
2.3 SC Integration 
 
Christopher (1992) states that “SCs compete, not companies”, and, as a consequence suppliers, 
manufactures and customers must be integrated in order to enhance the position of the entire SC in 
the market. At the same time, Frohlich & Westbrook (2001) identified that the literature has not 
explored enough the forms of integration which manufacturers use in their relationships with 
suppliers and customers, considering both the upstream and downstream of the SC. Additionally, Lee 
(2004) states that the lack of SC Integration is one of the major reasons why many SC practices fail.  
 
In order to better understand the major aspects of SC Integration, this section was structured as 
follows: first, the reasons for SC integration were presented, followed by the scope of SC Integration. 
Then, the cultural elements of SC Integration as well as the level of SC Integration were addressed.  
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2.3.1 Reasons for Integrating the SC 
 
The scope of collaboration and its definition is largely explored in the literature (e.g. Christopher & 
Juttner, 2000; Barrat, 2004; Lee, 2004 and Li et al., 2006). Barratt (2004) states that it is necessary to 
have a deeper understanding of some aspects of SC integration in order to maximise the potential 
benefits of collaborative relationships. One of the key issues to be addressed is to understand why 
companies collaborate in the SC.    
 
According to Lee (2004), SC integration is critical because all the organisations aims to maximize their 
own performance, and, as a result, if any of the interests are different, the behavior of the 
organisations will not maximize the chain’s performance. Reinforcing this point, Barratt (2004) 
argued that by improving its internal SC operations, organisations are redistributing both costs and 
inventories upstream and downstream the SC. In this context, demand is disconnected from supply 
due to isolated forecasting and planning, and, as a result, creates unnecessary levels of inventory 
across the SC.  Another important benefit is that SC Integration allows all the players in the chain to 
focus in delivering the best service to the final customer, enhancing the competitiveness of the entire 
chain. 
 
Christopher and Peck (2004) argued that organisations started to better understand the benefits of 
collaboration, showing evidence of interest to enhance integration. As highlighted by Barratt (2004), 
the collaboration to integrate supply and demand generates “significantly improved performance”. 
One example cited in the literature (Akkermans et al., 1999) is the Fast Moving Consumer Goods 
Industry (FMCG). In the FMCG industry there is now significant collaboration between manufacturers, 
e.g. soft drinks manufacturers and retailers in the form of different collaborative approaches, with 
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emphasis to Collaborative Planning, Forecasting and Replenishment (CPFR) initiatives. Simatupang et 
al. (2002), described the CPFR process as “both the buyer and the seller make use of the Internet to 
share forecasts, detect major variances, exchange ideas and collaborate to reconcile differences, so 
that eventually, both have a common forecast and replenishment plan”. CPFR is only one of the 
available approaches to enable collaborative practices among different players in the SC. Another 
important tool, which requires a lower level of integration, is the electronic data interchange (EDI),. 
The EDI aims to improve information exchange by “improving the accuracy and timeliness of 
information exchanged over manual methods” (Mukhopadhyay et al., 1995). 
 
2.3.2 Scope of SC Integration 
 
Cousins (2005), states that SC relationship seems to be moving from a huge base of many suppliers 
to a more restricted base. As a consequence, this creates inter-dependency among buyers and 
suppliers. At the same time, the nature of the relations became much more complex. As the process 
of integration requires a great amount of time dedicated and huge investments, Barratt (2004) 
highlighted that is necessary to define with whom to collaborate in the SC. Therefore, it is necessary 
to identify strategic partners, in both the upstream and downstream of the SC, focusing on 
enhancing strategic relation with partners.  
 
Barratt (2004) and Lee (2004) agreed that in addition to the importance of integration upstream and 
downstream the SC, it is also relevant to consider the internal collaboration. In this context, Fawcett 
and Magnan (2002) suggest that only a small number of organisations have achieved a great degree 
of internal collaboration. Consequently, there are opportunities for organisations to enhance both 
internal and external collaboration (Barratt, 2004).  
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Additionally, it is necessary to highlight that there are different aspects and dimensions of 
collaboration. As stated by Barratt (2004), one important aspect is to differentiate between the 
vertical and horizontal collaboration, as illustrated in figure 4. Due to the scope of the project and 
time limitation, this dissertation will focus on the aspects related to vertical collaboration, which is 
composed by external collaboration with suppliers, customers and internal collaboration. The 
horizontal collaboration is characterized by the collaboration with other organisations and 
competitors, externally, and also by internal collaboration.   
 
     
 




Figure 4 – The scope of collaboration - Source: Barratt (2004) 
 
Barratt (2004) also argues that some organisations pursuit external collaboration often in detriment 
of internal collaboration because the external collaboration is a new opportunity and is not 
characterised by internal disputes. Moreover, Barratt (2004) stated that internal collaboration has to 
be aligned to external collaboration. This can be achieved by, at the same time, integrating processes 
and sharing information both upstream and downstream the SC. The internal integration has to be 






















In the scope of internal integration, Sales and Operations Planning (S&OP) is a process which aims to 
enhance internal collaboration, by balancing supply and demand. Paolucci et al. (2008) stated that 
the S&OP process enables the organisation to provide a better customer service, and, at the same 
time, hold lower inventories and reduce SC lead time. Those benefits are achieved due to the internal 
alignment of several functional areas of the business, such as: Manufacturing, Logistics, Marketing 
and Sales. The main idea is to keep the operations plan in line with the business plan (BP), in both 
aggregate level and on a more detailed level, considering SKU per warehouses.  The S&OP process is 
important in the beverage industry due to the dynamic characteristic of the demand, which makes 
necessary to monitor the changes over time. The S&OP process is based upon periodical meetings, 
which aligns the sales forecast with the major aspects of the operation.  
 
2.3.3 Cultural Elements of SC Integration 
 
Christopher and Peck (2004) stated that SC have been traditionally characterised by transactional 
relationships, which means a zero-sum game not based on collaboration, with no evidence of 
partnership among different organisations in the SC. In order to achieve integration it is necessary to 
create a collaborative mindset, being characterized by “cooperation, collaboration, information 
sharing, trust, partnerships, shared technology, and a fundamental shift away from managing 
individual functional processes (transactional relationships), to managing integrated chains of 
processes (collaborative relationships)” (Akkermans et al., 1999).  
 
Moreover, SC Integration is based on transparency in the information sharing within players in the SC.  
Christopher & Juttner (2000) empirical research has shown that SC Integration is highly dependent 
upon strong strategic commitment within all the organisations involved, as well as an effective 
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operational management. Reinforcing this point, Hamel and Prahalad (1996), states that it is 
necessary to consider that the relationship between organisations can’t be transaction oriented; they 
are essentially long term approaches. In order to achieve good results, those relations should be 
aligned based on risk and reward sharing (Lee, 2004), joint performance metrics and a common 
vision (Barrat, 2004). 
 
2.3.4 Level of SC Integration 
 
In order to evaluate the level of integration achieved by one particular organisation, it is necessary to 
use a theoretical framework. McCormark and Lockamy (2004) argued that a maturity model assumes 
that the development of a process occurs in stages. In the maturity model, the idea is that as the 
processes evolves, it gets more integrated. The firm should be able to evolve throughout those 
phases to enhance collaboration and, as a consequence, its overall results. Also using the idea of 
different stages, Spekman et al., (1998), proposed a model for SC Integration, composed of four 
different phases, which begins with open market negotiation and evolves up to a level of SC 
collaboration. This framework is illustrated in figure 5 and was used to assess the relative position of 
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This dissertation aims to evaluate the level of integration with both supplier and customers, in 
addition to internal collaboration. In order to achieve this objective, it is necessary to consider the 
strategic supplier partnership, the customer relationship and the level of information sharing. The 
focus only on the downstream or upstream aspects of the SC is one of the main limitations reported 
in the SC Integration literature (e.g. Li et al., 2006).  
 




Several perspectives have been developed in the existing literature to explain why some companies 
succeed and others don’t. According to Mintzberg (1998) it isn’t possible to have a single definition of 
strategy.  Despite the fact that the concept is very broad, a conceptual framework is needed for the 
purpose of this dissertation. In order to define the boundaries of the concept, this project is going to 
consider the classical or fundamental school of concepts in strategy, based on the theory of 
competitive advantage. Porter (1996) stated that an organisation could be ahead of its competitors 
only if it can gain an advantage and sustain it over time. This advantage can be based on Operational 
Effectiveness, which means doing things better than other companies do; however, the strategic 
position is based on making things differently. On the one hand, the advantage based in the 
Operational Effectiveness is not sustainable over the long term, as it can be easily imitated by 
competitors.   
 
On the other hand, the sustainability of the advantage depends on the trade-offs between cost and 
differentiation companies faces, and on the correct choice of what to do, and more importantly, 
 27 
what not to do. One of the singular points to consider in Porter’s theory is that the strategic position 
is not static; it evolves over time, as changes in the industry occur. Organisations may need to change 
its strategy, but is essential to create a new value preposition in order to maintain a sustainable 
position in the market. As the industry evolves and the advantages can be easily imitated by the 
competitors, the impact on the long term depends upon the ability of making the correct choices and 
the ability to adapt the operations to the market changing requirements.  
 
2.4.2 Hierarchical Levels of Strategy 
 
Beard and Dess (1981) highlighted the importance of differentiate the levels of strategy within an 
organisation. Cousins et al. (2008), agreed upon this importance and classified strategy into three 





Figure 6 – Hierarchical levels of strategy - Source: Cousins et al. (2008) 
 
The first level is the corporate-level strategy and is related to the issues associated with the 
definition of what business to compete in.  As argued by Cousins et al. (2008) it is about answering 
the question of “what business are we in?”. In this first level, the major concern is to identify the 
organisational boundaries and how to manage the portfolio of business. According to Cousins et al. 
(2008) the corporate-level strategy determines the scale of the firm and the range of products and 
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services to offer (scope of the firm). Additionally, Watts et al. (1995) argue that corporate strategy 
can be defined as the pattern of decisions which includes the definition of objectives and goals, the 
planning process to achieve those goals, and the value the organisation aims to create to all the 
stakeholders.  
 
Beard and Dess (1981) state that the second level, or business strategy, is more related to how 
organisations compete in a particular industry, or as argued by Cousins et al. (2008) “how do we 
compete in the chosen markets?”. A strategic business unit is characterised by planning 
independently from other business units. In this level of strategy, the focus turns into achieving and 
sustaining competitive advantage and should therefore support the business-level strategy.   
 
Porter (1985) pointed out that “Competitive advantage grows fundamentally out of value a firm is 
able to create for its buyers that exceed the firms cost of creating it. Value is what buyers are willing 
to pay, and superior value stems from offering lower prices than competitors for equivalent benefits 
or providing unique benefits that more than offset a higher price”. In order to compete in the market, 
the firm has to select a strategic position, which Porter denominated as generic strategies. As stated 
by Porter (1985), each market has different characteristics in terms of competition, changing 
patterns, entry barriers and power, and, as a consequence, different strategies are needed.  
 
There are three basic types of generic strategies: differentiation, cost leadership and focus. The focus 
is a combination of the other two generic strategies: differentiation and cost leadership, focused on a 
narrow segment. The generic strategies are illustrated in figure 7 and can be classified in the 








Figure 7 – The Generic Strategies - Source: Porter (1985) 
 
The pillar for a greater performance compared to the competitors is the sustainable competitive 
advantage, which means the ability to sustain the advantage over the long term (the concept is 
further discussed in section 2.4.3 of this chapter). To achieve Competitive Advantage, an organisation 
should select a generic strategy, either on cost leadership, differentiation or focus.  
 
The third level is the functional level, which is based on operational divisions and functions. As 
emphasised by Cousins et al. (2008), functional strategies are related to answering the question of 
“how can our function support business and corporate-level strategy?”. Those functional strategies 
are developed in the context of functions (e.g. Marketing, Finance and Supply Chain), as illustrated in 
figure 6.  
 
The functional strategies collaborate to the business and corporate level strategy by providing 
information, resources and capabilities and by translating the upper levels’ strategy into medium and 




























involved in the strategic planning process of the corporate and business- level strategies to 
collaborate with knowledge and information to the upper levels of strategy formulation.  In the 
scope of this dissertation, Business – Level Strategy will be considered as pattern of decisions, which, 
as argued by Porter (1996), aims to “choose a different set of activities to deliver a unique mix of 
value”, in order to achieve competitive advantage.  
 
2.4.3 Competitive Advantage 
 
The concept of Competitive Advantage is a fundamental aspect to understand the aim and objective 
of this case study and the research questions proposed.  Barney (2001), states that a firm achieves 
competitive advantage when “it is implementing a value creation strategy not simultaneously being 
implemented by any current or potential competitors”. Watts et al. (1995) emphasises that the 
organisation’s competitive advantage is at the core of the business strategy. This competitive 
position is related to the goals and resources the organisation will use to compete in the market, 
achieving a unique value.  
 
Moreover, the sustainability of the competitive advantage is based on the argument that 
competitors can’t replicate the competitive position adopted by the firm. This sustainability requires 
that the organisation imposes some barriers which reduce the chance of competitors imitating its 
strategy. The barriers, however, are not impossible to overcome, and, as a consequence, the 
organisation should keep investing in the business in order to sustain the position in the marketplace 
(Porter, 1985). Reinforcing this point, Brandenburger and Stuart (1996), argue that competitive 
advantage is based on the idea of value creation and dissemination. 
 31 
According to Porter (1985), Competitive Advantage can be defined as the extent to which an 
organisation is able to create and sustain a position in the market over its competitors. Due to the 
broadly acceptance and alignment with the aim of the research, this concept was adopted in the 
scope of this project. Additionally, as argued by Christopher (2000), it has been recognised that 
achieving competitive advantage depends on the firm’s capabilities and competencies, which means 
how well the organisation manages the processes in order to satisfy the customers. Christopher and 
Towill (2002) argued that in the last few years, a new perspective, which recognises that the route to 
competitive advantage lies through the SC, emerged. This has its logic in the fact that the unique set 
of relations that characterises the inter-connections between organisations in a network enable the 
achievement of competitive advantage through cost advantage and/or value advantage. 
 
Christopher (2005) argues that SCM can create both cost advantage and value advantage for the 
organisation. Cost advantage can be achieved mainly due to economies of scale, determined by the 
reduction of fixed costs based on high volumes and moreover due to the experience curve. SC 
provides multiple solutions to enhance productivity and efficiency and therefore reduce costs. 
 
The dimensions used to determine competitive advantage were based on Li et al. (2006), which 
argued that competitive advantage can be evaluated by the dimensions of price, quality, delivery 
service level, product innovation and time to market. Additionally, it was considered the 
organisational performance, also as stated by Li et al. (2006), in terms of market and financial 
performance. The market performance was based on Market Share evolution and the financial 
performance on profitability (EBITDA margin). As stated by Deichert et al. (2006), market size, growth 
rate and overall profitability are three economic indicators that can be used to evaluate the 
performance in the beverage industry. Organisational performance was considered as one aspect of 
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competitive advantage, as those indicators reflects the results of the firm’s practices in the market 
and its position compared to the competitors’. Therefore, the organisational performance is deeply 
interrelated with the concept of competitive advantage.  
 
It is necessary to emphasize, however, that those dimensions considered to illustrate the competitive 
advantage represents most of the important aspects, however, do not consider all the possible 
dimensions of competitive advantage. As referred by Li et al. (2006), other factors, such as 
geographical proximity and lean manufacturing capabilities, have been explored in the literature. 
Additional dimensions were not considered due to limitations in terms of time and the necessity to 
define clear theoretical boundaries to the research and interview questions.   
 
Based on the discussion above, the dimensions for assessing competitive advantage used in this 
dissertation are: price, quality, delivery service level, product innovation and time to market, 
profitability and market share evolution.  
 
2.5 Operations Strategy 
 
According to Slack and Lewis (2008), Operations is related to the management of activities, resources 
and processes which creates goods and services to the customer. As all the organisations produce a 
certain mix of products and services, irrespective of the sector which they are in, they have to have 
an operations function. The importance of operations is associated with the possibility of reducing 
costs, increase revenue as a consequence of reducing capital employed, and enabling the 
organisation to create innovation and value. Additionally, Slack and Lewis (2008) stated that 
Operations is not always an operational issue, it can have a strategic impact. Operational means a 
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short-term and specific view, a daily basis perspective, which is the antonymous of strategic. 
However, the effectiveness of operations represents an important strategic opportunity to 
organisations as it can create competitive advantage.    
 
Operations strategy has been defined in many different perspectives. According to Swink and Way 
(1995), most of the concepts are based upon the use of resources to enhance the organisation’s 
position in the market.  Zhao and Lee (2009) defined operations strategy as a strategic direction and 
argued that operations strategy is “a blueprint that sets the vision and overall direction for 
operations decision-making. It works in concert with other functional strategies such as marketing 
and finance strategies to support the business strategy of a firm”. On another note, Slack and Lewis 
(2008) defined Operations Strategy as “the total pattern of decisions which shape the long-term 
capabilities of any type of operations and their contribution to overall (business) strategy through the 
reconciliation of market requirements and operations resources”. This concept was illustrated in 













































For the purpose of this dissertation, the definition of Slack and Lewis (2008) is going to be considered 
as a reference, due to the importance of long-term decisions and the impact of Operations on the 
Business Strategy. Lowson (2003) argued that SC strategy is one type of the operations strategy. 
Therefore, in the context of this dissertation, SC Strategy is part of a more general approach of 
Operations Strategy, which is characterized by a focus on the SCM aspects, which is the scope of this 
dissertation. The link between Business and SC Strategy will be further discussed in the next section 
of this chapter.  
 
2.6 SC Strategic Alignment 
 
Cousins et al. (2008), defines Strategic Alignment as the link between functional strategies and 
business-level strategies (discussed in section 2.4.2 of this chapter). This concept was also considered 
as a reference in the scope of this dissertation because it is a clear and concise definition of 
alignment. Moreover, strategic alignment is considered to be essential for both academics and 
practitioners. The alignment between SC and business strategy is achieved when the SC supports and 
enhances the overall strategy. Therefore, effective resources utilisation according to the business 
objectives is the most important effect of Strategic Alignment, meaning that the SC objectives will 
reinforce the overall goals of the organisation. In a strategic perspective, it should be considered the 
importance of SC in order to create competitive advantage for the organisations, generating results 
in the bottom-line. When the operations strategy is not related to the business goals and objectives, 
the company may not achieve the full potential of its operations (Cousins, 2005). 
 
More specifically, Cousins (2005) has developed a model to determine which SC strategies should be 
adopted according to the strategic objectives of the firm (Business Strategy). The model was a result 
of an extended research based on medium and large firms.  The main conclusions of the research 
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were: (1) if an organisation is adopting a cost focus strategy, the main objective is to reduce cost, and, 
thus, as a consequence, purchasing is not likely to be viewed as a strategic priority. On the other 
hand, (2) if the organisation adopts a differentiation strategy, there is a higher probability that 
purchasing will become a strategic issue, given that the collaborative approach can be considered as 
a source of competitive advantage.  The author also emphasises the importance of the operations 
managers to be aware of the overall business strategy and goals of the organisation, as well as the 
competitive pressures. The main concept is that by understanding the business strategy, the 
managers may adopt the right purchasing strategy, aligned to the priorities of the organisation. 
Sometimes managers are willing to adopt a more integrated approach with the suppliers; however, if 
the business strategy is based on cost reduction, there will be a high pressure against those initiatives.  
Operational Collaboration
Develop Operations Planning information
Develop and share demand forecast
Link order management system








































Figure 9 - Strategic focused Outcomes model – Source: Adapted from Cousins (2005)  
 
One of the important challenges to consider is that the benefits of strategic alignment are more long-
term oriented and very difficult to measure, while a cost focus strategy, is characterised by a short-
term approach and performance measure in the bottom-line. It is argued in the literature that SC can 
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create competitive advantage, however, as illustrated in the Cousins’ (2005) research, it is also 
important to have strategic alignment between functional strategy (SC) and business level strategy. 
Every strategy can create different advantages, and the important lesson is to evaluate what is the 
strategic priority of each organisation.  
 
The model, illustrated in figure 9, take into consideration the two perspectives of SCM: the Strategic 
Focus (Business Level Strategy) and the Type of Collaborative Relationship (Level of Integration), 
however, limited to the purchasing relations. Therefore, this model shows that there is still an 
opportunity for future research, as the relations with customers could also be considered.  
 
2.6.1 The Balanced Scorecard 
 
Balanced Scorecard (BSC) can be defined as a strategic control system which aims to facilitate the 
implementation of business strategy. As highlighted by Kaplan and Norton (1996), who first 
introduced the concept, the BSC goes beyond the financial measures and includes other measures 
that drive the future performance of an organisation. Those metrics and objectives are the output of 
the business strategy. The measures and objectives consider four different standpoints: financial, 
customer, internal business process, and learning and growth. 
 
One important benefit of the BSC is that the methodology emphasizes the value drivers for superior 
performance, not only considering the financial perspective, and, additionally, with a greater focus 
on the long term.  The BSC aims to translate the business strategy into tangible objectives and 
measures, in order to align the functional strategies with the business strategy as well as to identify 
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and align strategic initiatives. As a consequence, the BSC can be considered as an important tool to 
facilitate the strategic alignment of the functional strategies with the business strategy. 
 
2.7 SC Integration vs. Strategic Alignment 
 
The aim of this project is to consider both the Strategic Alignment and SC Integration, and the impact 
of such dimensions on the competitive advantage of this particular organisation in the Beverage 
Industry. Therefore, it is necessary to better define this relation.    
 
Frohlich & Westbrook (2001) argued that the SC strategy focus has changed along the past few years, 
and started to consider in addition to the integration of the SC with the business strategy (as defined 
in this project: Strategic Alignment, further discussed in section 2.6), the concept of vertical 
integration, or in other words SC Integration (for more details see section 2.4). Therefore, the 
alignment between the SC strategy and the business strategy alone does not guarantee success, it is 
also necessary to integrate processes with suppliers and customers: considering a wide view of the 
SC.  
 
Several academic papers have been published within the areas of Strategic Alignment (e.g. Cousins, 
2002, 2005; Li et al 2006) and SC Integration (e.g. Frohlich & Westbrook, 2001; Christopher & Juttner, 
2000; Lee & Whang, 2001). Those studies, however, focus on one of those dimensions, and not on 
the relation between them. At the same time, considered together, they are a representative effort 
to address the two important dimensions of Strategic Alignment and SC Integration. However, there 
is a research gap in the relation of the two dimensions and on applying those concepts to specific 
industries, such as the Beverage Industry. Li et al., (2006) claimed that there is an opportunity to 
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consider both suppliers and customers simultaneously, in an integrated framework. Additionally, the 
beverage industry has particular characteristics which make those dimensions even more important: 
competitiveness of the sector and the importance of respond efficiently to the customer (Bommer et 
al., 2001). 
 
Having Strategic Alignment of the SC is just the beginning, as the organisation will achieve efficiency 
derived from internal alignment, achieving the business objectives. This may enhance 
competitiveness in the short term. However, Christopher (1992) stated that the competition occurs 
in the SC level, thus, in the long term, it is necessary to work collaboratively with other players to 
achieve better results. Therefore, to fully support growth, an organisation must integrate its SC with 
other players, considering both the upstream and downstream the SC. Once one organisation has 
achieved SC Strategic Alignment and Integration, it may achieve sustainable competitive advantage 
within specific industries, such as the Beverage Industry. 
 
2.8 The Emergence of the Research Questions 
 
Christopher (2005) suggested that “the new competitive paradigm is that SC competes with SC and 
the success of any one company will depend upon how well it manages its SC relationships”. 
Additionally, Barratt (2004) stated that it is necessary to have a deeper understanding of some 
aspects of SC Collaboration in order to maximise the potential benefits of integration. One of the key 
issues to be addressed is to understand why companies collaborate in the SC.  Therefore, there is an 
opportunity to understand why organisations aim to integrate its SC, and consequently, the first 
research question which will be further explored is: 
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1) Why organisations in the beverage industry are aiming to achieve SC Integration? 
Further, Christopher (2005) argued that effective SCM can be an important source of competitive 
advantage, as discussed earlier in the literature review. At the same time, Bommer et al. (2000) 
stated that the beverage industry, due to it particular characteristics, e.g. competitiveness of the 
sector and the importance to respond efficiently to the customer, represents an opportunity to 
explore the two dimensions of SC. Therefore, there is gap to further explore how the Strategic 
Alignment and Integration can create competitive advantage to the organisations in this particular 
industry. Based on the research gap, the second question which will be further explored is: 
 
2) How SC Strategic Alignment and Integration create competitive advantage to the 




In summary, this theoretical review highlighted the importance and complexity of the factors that 
influence the two dimensions of SC Integration and Strategic Alignment and it impact on competitive 
advantage. The conceptual framework was useful due to the following reasons: 
 
 First, the theoretical framework was the fundamental pillar in defining the research 
questions, discussed in the section 2.8 of this chapter. 
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 Second, the literature review was necessary to improve the understanding of the SC 
dimensions’ and its impact on competitive advantage, which was later on, contrasted with 
the empirical evidence from the case study. 
 
Furthermore, all the concepts were explored in order to obtain a broad view of the topic discussed.  
The literature review included a conceptual evolution of SCM, aspects related to SC Integration, the 
strategic perspective, the fundamentals of operations strategy as well as SC strategic alignment. This 
chapter also covered the relation between the two SC dimensions and the emergence of the 
research questions. The main concepts adopted in the literature review of this project were 






















This research, as presented in the introductory chapter, aims to explore and identify the relation 
between SC Strategic Alignment and Integration based on the practices of one particular organisation 
in the Beverage Industry. The literature review provided an overview of the two dimensions of SC 
and insights into the link with competitive advantage. Both perspectives were employed in further 
argumentation in the next chapters. This chapter aims to introduce the methodology research, 
employed to investigate the relation between those two dimensions and the logic of addressing the 
link with competitive advantage. 
 
3.2 Research Design  
 
 
Yin (2008) emphasizes that case studies are particularly appropriate when the research objective is to 
explain “how” and “why” some social events occur. This statement illustrates the link between the 
objective of the project (research questions) discussed in the first chapter of this dissertation, and 
the methodology applied. Additionally, Yin (2008) argues that case studies can be important to 
model the complexity of a certain phenomena. Therefore, one of the most important objectives of 
the case study is to achieve a holistic view of the social research problem. The main characteristics of 
case study research are that it does not require control of behavioral events and focus on a more 
contemporary perspective, as shown in Table 1. Due to the mentioned characteristics, case study 
research was chosen to better illustrate the relationship between the two SC dimensions and in 
order to explore the reasons (why) and solutions (how) applied by this particular organisation to 
achieve competitive advantage in the Beverage Industry. Hence, the qualitative nature of this work 
leads to a methodological approach based on case study research. 
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Experiment How, why? Yes Yes 
Survey Who, what, where, how much, how many? No Yes 
History How, why? No No  
Case Study How, why? No Yes 
 
Table 1 – Relevant Situations for Different Research Strategies- Source: Adapted from Yin (2008) 
 
 
Yin (2008), states that the use of case study with a research objective represents an important 
challenge.  One of the main reasons for the methodological weakness of the case studies is the lack 
of a systematic procedure to conduct the survey. However, as described by Yin (2008), a systematic 
and structured methodology could be used to enhance effectiveness of the case study research.  The 
main steps to be considered in the process are: to Plan, Design, Prepare, Collect, Analyze and Share 
the information and conclusions within the case study, process illustrated in figure 10. The initial 
phase is essential to the effectiveness of the project, as it is the pillar of the definition of the detailed 
research questions, based on the literature review. It is also important to consider the advantages 














Additionally, Yin (2008) argues that case studies are the right research strategy when studying some 
phenomena that has recently been going on and when the research variables cannot be controlled. It 
is also important to have a general background of the scenario of the system or the organisation in 
order to enhance the interpretation of the results. Therefore, this dissertation was structured to 
present the case study background previously to the result’s analysis.  
 
On the one hand, Denzin and Lincoln (2005) argue that case study, being a scientific methodology, do 
not aim to represent the entire “world”, or in other words, to generalize the theory, it aims, however, 
to represent a specific case. This dissertation focused on a particular organisation in the Beverage 
Industry. On the other hand, as stated also by Denzin and Lincoln (2005), the illustration of the 
practices of specific organisations in a given circumstance may provide an important source of 
knowledge.  
 
Another major issue is to assure the reliability of the findings. Validity of the findings can be assured 
by using multiple sources or looking at data in multiple ways. In order to gain the fullest 
understanding and to improve validity through triangulation, case study methodology involves use of 
multiple sources of data (Yin, 2008). Triangulation involves the usage of multiple respondents within 
the organisation or multiple data collection methods (e.g. interviews, documents and observation). 
Triangulation, as defined by Gummesson (2000), is the use of the different data collection methods 
within one research problem to enhance the reliability of the conclusions. The author also argues 
that most of the data-collection approaches have some bias associated with them, and, as a 
consequence, collecting data through different approaches enhance the validity of the results. The 
use of multiple sources of evidence for triangulation is considered to be important by qualitative 
researchers (e.g. Gummesson, 2000 and Yin, 2008). Denzin and Lincoln (2005) stated that 
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triangulation is also used to clarify the meaning and understanding of the phenomena in different 
perspectives.   In the scope of this dissertation, a scheme based on three sources of data process was 
proposed as a solution to increase the reliability of the results. The approach was based on 






Figure 11– Triangulation of Data. Source: Elaborated by the Author 
 
 
As discussed above, it is also necessary to address the advantages and limitations of case study 
research. One of the major strengths of case study research is the method’s ability to deal with a full 
variety of evidence documents (e.g. annual reports and internal reports), interviews and 
observations. However, by definition, a single case study can not generate universally accepted 
conclusions. As a consequence, the conclusions will be restricted to the specified industry and 
characteristics of the organisation’s SC. Additionally, the single case study research may create bias, 
as it is based on a single organisation.  
 
In summary, due to the fit between the characteristics of the proposed research problem (explore 
“why” and “how”) and of the methodology (e.g. the possibility of modeling the complexity of the 
environment without controlling the events), the case study is the most applicable method to 







3.3 Sources of data 
 
The data collection was segmented into primary sources, including interviews with experts and 
observations, and secondary sources, based mainly on company documents and literature review.  
As argued by Gummesson (2000), all data collection methods have strengths and drawbacks. The 
first four chapters of this dissertation were mainly developed using the secondary data collected 
(including company documents). Chapter five is based on the original research carried out in the 
form of interviews. Chapter six aim to explore the overall conclusions evaluating the particular case 
of Strategic Alignment and SC Integration in the context of this particular organisation in the 
Beverage Industry, as well as the impact of those practices for competitive advantage. Information 
from the literature review developed was used to support arguments or concepts throughout the 
case study. 
 
3.2.1 Primary Data 
 
 
As stated by Rogers and Bouey (1996), the most used data collection method in qualitative research 
studies is the interview. There are three types of interview: the structured, unstructured and semi-
structured.  On the one hand, structured interview involves asking the same questions in the same 
order using the same sentence to different interviewees. This style of interview, however does not 
guarantee the best results, as it can limit the flexibility of the interviewer. On the other hand, in 
unstructured interviews, as stated by Gummesson (2000), the questions do not follow a 
preestablished order. The unstructured interviews are characterised by a very high flexibility, 
however, it may be time consuming and it may lead to a lack of reliability for many reasons, e.g. it is 
hard to replicate the interview and there is a stronger influence of the interviewer bias.  The semi-
structured interviews have simultaneously some of the benefits of the structured and unstructured 
interviews types. Reinforcing this point, the semi-structured interviews enable a greater degree of 
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flexibility than the structured interviews. Furthermore, in this type of interview, it is possible to have 
freedom to explore views or opinions more specifically. This enhances the level of information 
extracted by emphasising some particular knowledge of the interviewee. The role in the organisation 
(e.g. Supply Chain Manager) of each interviewee may be an important opportunity to further explore 
some of the aspects related to the experience and knowledge of each interviewee.  
 
In the scope of this dissertation, semi-structured interviews were used to enhance the potential of 
gathering information in the research. In order to maintain a degree of comparability for the results, 
the same interview structure was used. The questionnaire used in the interviews was developed as a 
consequence of the theoretical framework of the literature review. 
 
Prior to the interviews, emails were sent directly to the interviewees. The emails included a general 
description of the project including the aim and objectives for clear understanding the objectives of 
the project. The interviews, however, followed a semi-structured approach, and the questions were 
changed slightly according to the focus of each interview.   
 
During the interviews, Yin (2008) stated that it is necessary to consider a set of interviewing skills. 
One of the main aspects considered was to be adaptable and flexible. Semi-structured interviews 
offered a greater degree of flexibility, and required the interviewer to explore the unique 
opportunities from each interview case, exploring the knowledge and experience of each interviewee. 
 
The observations were based on both formal and informal approaches. The formal approach 
included attending several strategic and S&OP meetings, as well as formal visits to the company’s 
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facilities. Additionally, informal observations were carried on with focus on the major aspects of this 
research.  
 
3.2.1.1 Structure of the Interviews 
 
Supply Chain managers and directors, including the SC Director, the Logistics Planning Manager, the 
Logistics Manager, the Strategic Planning Manager, and the Marketing Manager were interviewed in 
order to gather information and assess their expert opinions of the two dimensions of SC Integration 
and Alignment and its impact on the competitive advantage of this particular organisation. As the 
objective of the research is related to a strategic and tactical level of the SC and related processes, 
those executives were selected as they represent the strategic and tactical leadership of the 
organisation direct related to the SCM process. The aim was to gain a better understanding of the 
decision making process, the management of the operations and possible the different views they 
might have had on the same subjects.  The choice of this particular organisation to conduct the case 
study was based on:  
 
- Access to information was going to be facilitated by the author’s network of contacts as an 
employee of the organisation.  
 
- The importance of Supply Chain Management to the organisation, that is going to implement a 
Center of Excellence in Supply Chain Management, a very strategic and challenging project, which 
aims to position the organisation as the benchmark in the worldwide bottling Investment of The 
Coca-Cola Company.  
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- The organisation is a Company Bottler Operation (CBO), of the Coca-Cola Company, with strong and 
sustainable growth in volume and financial results in the past years.   
 
- The challenges faced by the organisation on both SC dimensions, mainly due to the industry 
characteristics and the level of SC Maturity of the firm, can illustrate well the major issues related to 
this topic.  
 
Additionally, formal approval for the interviews had to be gained through the organisation’s 
management team. As this dissertation involves commercial sensitive information it was classified as 
confidential. 
 
3.2.2 Secondary data 
 
A broad literature review has also been carried out in areas such as SCM, Business and Operations 
Strategy, Competitive Advantage, Strategic Alignment and SC Integration. The sources of information 
were based on books, professional and academic journals, magazines and websites.  
 
Furthermore, internal documents were also used to give an overview of the organisation (e.g. 
Business Plan and Strategic Business Plan as well as quality awards reports). The secondary data 
collected has proven extremely important in the development of the questionnaires for the 
interviews.  
 
3.4 Ethical Issues 
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As stated by Denzin and Lincoln (2005), similarly to other qualitative approaches, case study research 
is characterized by a great level of interest in personal view and circumstances. In this context, it is 
very important, as highlighted by the authors, that the interviewee received, after the interview 
process, drafts of the questionnaire and their answers, aiming to illustrate how their position was 
interpreted in the context of the research. The “Share” phase in the case methodology was used to 
clarify all the concepts and results derived from the case study to avoid misunderstanding between 
the researcher and the organisation researched. 
 
3.5 Research Questions 
 
 
The research questions were originated from the Literature Review (see section 2.8 of the second 
chapter). The questions, which will be further explored, are: 
 
1) Why organisations in the beverage industry are aiming to achieve SC Integration? 
2) How SC Strategic Alignment and Integration create competitive advantage to the 
organisations in the beverage industry? 
 
3.6 Interview Questions 
 
The interview questions were settled in order to address the questions introduced in the section 2.8 
of this chapter. As argued by Maxwell (1996) it is important to differentiate the research and 
interview questions. The author contrasted both concepts by arguing that the “research questions 
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formulate what you want to understand while the interview questions are what you ask people in 
order to gain the understanding”.  
 
The interviews took approximately one and a half hour. The objective of the interview questions was 
to gather “descriptions of the life-world of the interviewee with respect to interpretation of the 
meaning of the described phenomena” (Kvale, 1983).  
 
The first research question was broken down into six interview questions in order to gather 
information to fully answer it. The key topics that were covered in the interview questions are: the 
level of SC Integration of the organisation illustrated by its initiatives and projects, the reasons, 
benefits, opportunities, challenges and difficulties derived from SC Integration. The second research 
question was also broken down into five interview questions, which aim to gather knowledge on the 
level of Strategic Alignment of the organisation that can be illustrated by the mechanisms to enhance 
the alignment, the impact of the dimensions of SC Integration and Strategic Alignment on 
competitive advantage and in the performance of the organisation. The interview questions were 
also broke down into smaller questions in order to facilitate the interview process. 
 
The key topics of the interview questions were represented in the figure 12, which emerged based 
on the research focus, represented in figure 1. Moreover, figure 12 illustrates how the research focus 
will be approached, defining a guidance to the interview questions and later on to the case study 
analysis. These two figures emphasises the aim of this research, which is to evaluate the relationship 
between the two dimensions of SC Strategic Alignment and Integration and its impact on competitive 
advantage, leading to findings which can answer the research questions proposed.   Figure 12 
illustrates the two research questions and the key aspects that must be addressed in order to 
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achieve the aim of better understand the impact of the two SC dimensions for Competitive 
Advantage. This diagram was further explored in details in the fifth chapter of this dissertation, as a 















In summary, due to the qualitative aspects of the proposed research questions, the research 
methodology adopted was based on a case study within one organisation in the Beverage Industry. 
Additionally, several sources of data were considered, including primary data, in the form of 
interviews, and secondary data. Moreover, this dissertation adopted the concept of data 
triangulation, including the interviews, observations and company internal documents.  This chapter 
also explored the ethical issues related to the research, as well as the definition of the interview 
questions, based on the previous discussion of the research questions, in chapter 2.  
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This chapter was structured as follows: first, the economic landscape of the country and region was 
presented; second, the company overview was explored. Then, the organisational strategic analysis 
was presented, based on the five forces framework, followed by descriptions of the company’s SC 
structure. Information to develop the case study was mainly derived from interviews, company 
related documents, observations and reports. 
 
Figure 13– Forecast Sales Growth for Non-Alcoholic Beverages- Source: Euromonitor (2006) 
 
Moreover, this chapter explored in a practical view the concepts of SC Integration and Strategic 
Alignment introduced in the initial chapters of this dissertation. The approach is based on a case 
study on a market leader soft drink manufacturer located in Latin America, more specifically in Brazil. 
According to Euromonitor (2006), Latin America represents the area with the highest sales grown, for 
non-alcoholic beverages worldwide, with a compound annual growth (CAGR) of 5.8%, illustrated in 
figure 13. As a consequence, this market represents a great opportunity of expanding the beverage 
business. 
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4.2 Economic Landscape in Brazil and Northeast Region 
 
Despite having one of the highest interest rates worldwide, high unemployment rate and one of the 
lowest incomes per capita in the world, the main macroeconomic indicators continue to reflect the 
progress of the Brazilian economy that keeps on growing. Brazil is among the most promising 
emerging markets in the World, but still behind China, India and Russia (which along with Brazil form 
the BRIC countries). The annual growth rate of the Gross Domestic Product (GDP) was 3% in the last 
three years in average, and the forecast remain the same until the end of the current government 
(President Lula), due to no critical reforms that were supposed to be made and the differences 
among regions in Brazil that drag resources from central government. For instance, the GDP per 
capita has enormous difference from the richest one - southeastern US$4.600 to the poorest region - 
northeastern US$2.100. 
 
The economic scenario in the northeastern region for the next few years is promising because of 
many public and private capital investments that are under way in the region. The governmental 
investment program named PAC (Program for Growth Acceleration) plans to invest U$ 43,5 bi in the 
Northeast Region, out of which U$ 10,9 bi will be in Pernambuco State. The total government 
investment in Paraíba State is estimated to be around U$ 1,6 bi .These investments, however, will 
take some time to promote a sustainable change in the economic landscape and may be influenced 
by political changes. 
 
The negative sides of this promising scenario are the global growth rate, mainly pushed by the other 
BRIC countries, and the local demand for skilled people. Both, can pressure the company's costs in 
the mid and long terms. The global growth may increase the demand for many of the key materials 
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like, sugar cane (ethanol demand pressure), steel and aluminum for cans (e.g. Middle East and Asia 
construction industry) and petroleum (PET, diesel, tiers, stretch film, etc.).  
 
4.3 Company Overview 
 
Established in 1886, The Coca-Cola Company (TCCC) operates in more than 200 countries and 
markets nearly 500 brands and 3,000 beverage products. These products include sparkling and still 
beverages, such as waters, juices and juice drinks, teas, coffees, sports drinks and energy drinks. 
TCCC owns four of the world’s top five nonalcoholic sparkling beverage brands: Coca-Cola, Coke Zero, 
Sprite and Fanta (TCCC Annual Report).  
 
The Coca-Cola System comprises TCCC and the bottling partners—more than 300 worldwide. TCCC 
manufactures and sells concentrates, beverage bases and syrups to bottling operations; owns the 
brands; and is responsible for consumer brand marketing initiatives. The bottling partners 
manufacture, package, merchandise and distribute the final branded beverages to the customers and 
vending partners, who then sell the products to consumers (TCCC Annual Report). 
 
Coca-Cola Guararapes is the only bottler of the Brazilian Coca-Cola System, which is owned 100% by 
the Bottling Investment Group (BIG) of TCCC. The organisation serves around 12 million of consumers, 
and 50 thousand customers. Coca-Cola Guararapes offers a diversified portfolio including carbonated 
and non-carbonated beverages, e.g. sparkling drinks, water and energetic drinks. Coca-Cola 
Guararapes is the market leader in the region with almost 60% of market share for carbonated soft 
drinks.  Coca-Cola Guararapes operates in the Northeast Region of Brazil as illustrated in figure 14, 
including the states of Pernambuco, Paraiba and part of Bahia. Besides the products manufactured 
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locally, Coca-Cola Guararapes distributes products from other bottlers of The Coca-Cola Company, 









Figure 14 – Location of Coca-Cola Guararapes: Northeast Region- Source: Company Document 
 
 
4.4 Organisational Strategic Analysis 
 
In order to assess the position of the organisation in the market, it is necessary to evaluate the 
drivers of industry competition. Using the five forces framework, model proposed by Porter (1980), 
the major aspects of the business were illustrated. Defining the industry in which competition 
actually takes place is important to evaluate the business in which the organisation is competing. The 
level of competition and how the industry changes, have a direct impact on the SC. 
 
This session was organised following the five forces framework with emphasis on the aspects related 
to the SC. The competitive landscape was analysed, followed by the supplier’s base, as well as the 
customer’s base. The potential of new entrants and the substitute products was also evaluated, as 










Figure 15 –The Five Forces That Shape Industry Competition- Source: Adapted from Porter (1980) 
 
 
4.4.1 Competitive Landscape 
 
The non-alcoholic beverage market in Brazil has a significant growth potential because of present low 
per capita consumption. Additionally, due to an expansion in the number of "off- sale" outlets such 
as convenience stores and hypermarkets, non-alcoholic beverages are available to a larger portion of 
the population. It is a competitive market where many companies use aggressive advertising to gain 















Coca-Cola Guararapes is the market leader in sparkling beverages, with 57.8% of the market in 2007, 
as illustrated in Figure 16. Sparkling beverage market represents 80,8% of the Non-Alcoholic Ready to 
Drink (NARTD) market. The main single competitor of Coca-Cola Guararapes is AmBev, also 
illustrated in Figure 15, who distributes Guaraná Antarctica, Pepsi Cola and H2OH. AmBev strategy is 
concentrated on cost efficiency and net revenues sustainable growth. It has invested in business 
verticalization through metal crown caps, PET preforms and glass bottle production plants. Its 
business structure also help them to obtain economies of scale for cost control, using, for example, a 
Center for Shared Services (procurement, legal, administrative, finance and etc.). Ambev has 
continuously focused its innovation efforts on product innovation, like H2OH launched in 2007. 
However, its most important brand in NARTD is still Guaraná Antarctica. Ambev is loosing market 
share since 2004 because of Guararapes growth strategy in Guaraná segment (the second largest in 
Brazil), which moved Guararapes to the leadership on this flavor category in the state capitals, Recife 
and João Pessoa. Price Brands represents, together, a major player in the company's market. By using 
an aggressive price strategy and probably not paying all taxes related, the locally produced soft 
drinks succeed a large penetration in low income outlets. The sparkling market opportunities are 
concentrated in the MID LOW socio-economic classes. For this group an affordable strategy is key to 
succeed, and, as a consequence, it is necessary to have the right SC to reduce related costs. 
 
4.4.2 The Supplier Base 
 
Coca-Cola Guararapes’ suppliers are selected and evaluated using quality and services standards. The 
main commodities are negotiated through the international group of BIG (Bottle Investment Group), 
which aims to optimize efficiency throughout the chain. Regarding raw materials, the concentrate is 
purchased exclusively from Recofarma in Amazon, an organisation of the company Coca-Cola system, 
which have the rights to produce the concentrate for all Brazilian market. Additionally, the juices are 
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purchased from National suppliers, the sugar may be purchased in the local, regional or national 
markets. Disposable packaging, in particular, PET and cans are purchased from local suppliers, 
however, its price are influenced by the fluctuation of the commodities market internationally. To 
join the portfolio of suppliers it is necessary to meet technical requirements in addition to other 
contractual requirements such as accordance with legal requirements, environmental performance 
and good health and safety, including food safety. Suppliers are evaluated in a regular basis by the 
technical division of Brazil or the Coca-Cola Guararapes to ensure the maintenance of the contractual 
relationship. 
 
4.4.3 The Customer Base 
 
Coca-Cola Guararapes is a retail company, in the FMCG industry, which aims to fulfill the needs of its 
customers. The organisation serves, with exclusivity, the states of Pernambuco and Paraiba, which 
represents about 50 thousand customers. From the customer base, 15% are considered indirect sales, 
being served by third party partners of the business and 85% are served directly by sellers of Coca-
Cola Guararapes. From the direct customer area, 56% of the market is classified as Traditional 
Market (consumption outside the place of purchase – e.g. deposit of drinks, mini-markets and 
grocers), 13% are super and hypermarkets with more than 5 check-outs, 21% are in the cold market 
(consumption in the place of purchase – e.g. bars and restaurants) and 8% in the Post Mix (vending 
machines). The states of Pernanbuco and Paraiba accounts for approximately 12 million consumers. 
In the consumer base 5% are considered to be Class A, 20% Class B, and 75% of classes C and D. Key 
accounts are profitable for the company and growing without channel leakage. One important trend 
if that international Super and Hyper Markets key accounts are acquiring local smaller chains. Thus, 
there is now higher dependency on this big players. 
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4.4.4 Substitutes and New Entries 
 
Another downside of the macroeconomic landscape is the growth in credit offer in Brazil. The total 
credit offer has increased consistently in the past few years, reaching 34.7% of GDP in 2007, 
compared with 24% of GDP in 2003. The credit offer may impact the beverage business because 
people tend to change consumption behavior, from fast move consumer goods (FMCG) to durable 
goods, and to increase the number of categories purchased. According to the Latin Panel, the low 
income population purchased 79% more categories in 2007 compared to 2003. The credit impact on 
the consumption, from FMCG to durable goods, is a key challenge to the beverage business. 
 
Besides, this industry is characterized by a great possibility of substitution among brands. It also 
suffers the effects of competition from numerous substitute goods inside the NARDT market (i.e. 
isotonic, juices, water, among others) mainly due to consumers´ preoccupation with their own health 
and convenience. These aspects will reflect on people’s habits and will certainly contribute to a 
reduction in soft drink consumption or to a substitution for healthier products such as isotonic and 
energy drinks. This trend, as discussed in the first chapter, has an impact on the SC complexity, by 
expanding the portfolio of SKU’s.  
 
4.5 The Supply Chain Structure in the Organisation 
 
Coca-Cola Guararapes’ Supply Chain is based upon four manufacturing plants (Jaboatão dos 
Guararapes, Suape, Petrolina and João Pessoa) and seven Distribution Centers (Arruda, Caruaru, 
Garanhuns, Campina Grande, Jaboatão, João Pessoa and Petrolina), illustrated in figure 17. Those 
facilities are spread across the area in order to meet customer needs with an efficient cost. The 
company's fleet is composed of more than 1000 vehicles (including Trucks, Material Handling 
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equipments and others). Suape plant, situated 50 km from Recife (most important city of 
Pernambuco State), is the most modern manufacturing plant in Latin America and one of the most 















The major aspects of the beverage industry and, more specifically of the organisation focus of this 
case study, were presented throughout this chapter. The evaluation of the industry competitiveness 
was presented based on the five forces framework. This company overview proved to be very 
important in the analytical phase of this dissertation, creating, together with the literature review the 
required inputs for the analysis.  Moreover, the case study background emphasized the strong 
competitiveness of the beverage industry and its major characteristics (e.g. portfolio expansion and 
retail concentration), discussed in chapter 1. Therefore, the industry characteristics discussed in this 
chapter shows evidence of the growing importance of SCM to the beverage industry, in alignment 
with what was recalled from the literature.   
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This chapter aims to compare and contrast the major aspects from the literature review with those 
obtained from the case study with respect to why organisations in the beverage industry are aiming 
to achieve SC Integration and how this integration aligned with SC Strategic Alignment create 
competitive advantage to the organisations in this specific industry. 
 
This chapter is based mainly in the original research carried out in the form of interviews. 
Furthermore, in the analytical process of this dissertation, the triangulation of data was considered 
to be important to enhance the reliability of the conclusions. Therefore, the same phenomenon was 
evaluated trough interviews, internal documents and observations, as discussed in chapter 3 of this 
dissertation. Additionally, having interviewees from different hierarchical positions enhanced the 
effectiveness of triangulation (e.g. middle managers and directors).  
 
Aside from this introductory section, this chapter is divided into six distinct parts, according to the 
framework presented in chapter three of this dissertation, more specifically in Figure 12. Additionally, 
there is one specific section on discussion, followed by the key findings and summary of this chapter.   
Section two provides a discussion on the level of integration, introducing key aspects of integration 
with customers, suppliers and discussing the contribution of internal integration in the overall 
process. Section 5.3 and 5.4 are concerned with the analysis of underlying empirical evidence of the 
benefits and the challenges of SC Integration, respectively. Section 5.5 contrasts the benefits and 
challenges of SC Integration. Section 5.6 discusses the level of strategic alignment, followed by 
section 5.7, which highlights the impact of the two dimensions of the SC on Competitive Advantage. 
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Section 5.8 emphasized the results and performance of the organisation, as a consequence of the 
practices based on SC Strategic Alignment and Integration.  
 
5.2 Level of Integration 
 
This dissertation aims to explore the aspects related to vertical collaboration, which is composed by 
external collaboration with suppliers as well as with customers and internal collaboration. Thus, this 
section was subdivided according to the Barrat’s framework illustrated in figure 4 of the second 
chapter.  
  
As argued in the literature review, it is important to select key partners and define with whom to 
collaborate in the SC (Barratt, 2004). The prioritization is essential because the integration process is 
time-consuming and costly. According to the theory, it is necessary to identify strategic partners, 
considering both customers and suppliers, in order to enable the development of truly partnerships.  
 
On the one hand, the firm has developed specific methodologies to segment and develop 
partnerships with customers and suppliers, showing empirical evidence of the discussed theory. On 
the other hand, the organisation could not develop a great level of information sharing among 
partners, mainly due to a lack of collaborative forecast with key customers and collaborative 
planning with suppliers, which represents major aspects of SC Integration. Trust and mutuality were 
also aspects mentioned to be important to the firm and not translated into the reality of the 
organisation. Therefore, the organisation aims to achieve SC Integration, however, this process is still 
under development, and hasn’t achieved the potential benefits yet. F.H (Logistics Manager) argued 
agreed upon the fact that “the company is evolving many aspects of internal integration, such as the 
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S&OP, however the organisation haven’t achieved integration with suppliers and customers. We are 
not benefiting from the process of integration, for example, we do not have just in time processes 
with our suppliers. We just use EDI with Wall-Mart, restricted to the replenishment process”. 
 
5.2.1 Integration with Customers 
 
Coca-Cola Guararapes has a customer base of around 50 thousand customers and, as a consequence, 
it is necessary to prioritize the strategic importance of the customers and define the level of 
collaboration to be set. By looking the evolution in the clients´ system segmentation, Coca-Cola 
Guararapes evolved from a Finance Model (ABC Curve) to a Business Development Model. The 
objective was to improve the understanding of the segmented market and classify them through 
partnership criteria. 
 
Coca-Cola Guararapes follows the Customer Collaborative Relationship Model (CCRM), an approach 
which aims to capture revenue generating, as well as deliver the right service level to every customer. 
The CCRM structure of Coca-Cola Guararapes has shown a continuous evolution in the number of 
Strategic Partners in the customer base. The strategic approach is to increase partnership profile 
towards a Strategic Partnership situation. The first priority is to focus on the “Targeted Leaders”. The 
CCRM model is used to allow the organisation to strengthen the strategic positioning over 
competitors by improving the level of partnership with customers, as illustrated in figure 18. One of 
the challenges of this model is the high number of customers considered as strategic partners.  
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Figure 18 - Customer Collaborative Relationship Model– Source: Adapted from Company Documents 
 
Strategic partnerships are advocated as being essential, however, the planning process from the 
organisation is disconnected from the customers planning, mainly regarding the forecasting process. 
This was emphasized by F.W (Planning Coordinator), who argued that “We do our forecasting 
process based on the historical data and the input from the sales team; however, we do not receive 
electronic forecast information from our customers”. The organisation uses EDI only to start the 
replenishment process with a single customer, Wall Mart. However, the company does not exchange 
electronic data to improve the forecast accuracy. As stated by F.W (Planning Coordinator), “This 
could represent a good opportunity for us”. C.L (SC Director), however, disagrees upon this point, 
and suggests that “before committing to customers, it is necessary to enhance the internal process, 
which still represents a big opportunity”. Therefore, Guararapes is nowadays investing in improving 
internal processes and internal integration, and the joint planning process is considered as the next 
step of development, as illustrated in figure 19. Regarding this point, R.C (Strategic Planning Manager) 
argued that “EDI with Wall Mart can be considered as a prototype of what we are trying to achieve 







Figure 19 – Maturity Process of Integration– Source: Adapted from Company Documents 
 
The EDI initiative of integration with Wall-Mart, however, proved to be an isolated initiative, showing 
evidence of opportunities to enhance integration with customers, through the development of 
technology, information sharing, common goals and shared risks. In an overall perspective, the 
organisation hasn’t achieved all the potential benefits of external integration. This fact was 
highlighted by R.C (Strategic Planning Manager), who argued that “We are not integrated to our 
suppliers and customers as we wish to be”. This may be explained by several reasons, for example 
the lack of an integrated planning of inventories with suppliers, based on an online information 
system that could support the decision making.  Furthermore, R.C (Strategic Planning Manager) 
stated that “As our systems are not integrated, I can not say that we achieved integration with 
customers and suppliers”. The statement is aligned to the theory of the importance of information 
sharing, which, as stated by Lee (2000), attempts to make relevant, on time and accurate information 
available to the decision making process.  
 
5.2.2 Integration with Suppliers 
 
It can be recalled from the literature review, that according to Cousins (2005), SC relationship seems 
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as discussed in the second chapter of this dissertation. The nature of this relationship, however, 
depends on the strategic position of the firm. Thus, an organisation with strong focus on cost 
reduction, probably will not consider procurement as a strategic function. Nevertheless, when an 
organisation adopts a generic strategy towards differentiation, procurement becomes a strategic 
function of the business. This is the case of Coca-Cola Guararapes. Moreover, the relationship with 
suppliers became more complex and requires high investments; as a consequence, it is necessary to 
decide with whom to collaborate in the SC.  Regarding this process, F.H (Logistics Manager) stated 
that “One of our main targets is to develop suppliers close to our plant, in the Northeast of Brazil, in 
order to create a more reliable supplier base, reducing cost and lead time”.  
 
Coca-Cola Guararapes aims to develop strategic partnerships with key suppliers, with the objective of 
improving the entire SC. The organisation adopted a relationship model with suppliers proposed by 
Atlanta’s CEPG – Cross Enterprise Procurement Group. According to the matrix below, the suppliers 








Figure 20 - Suppliers Relationship Model– Source: Adapted from Company Documents 
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With this segmentation, a specific treatment way is considered to each kind of supplier. For the 
Bottlenecks, the most important action is to define substitute suppliers in order to assure the process 
reliability. Structured contracts will be negotiated with Tactical suppliers in order to reduce the 
amount of non added value activities. Strategic suppliers will have the strategy shared. With the 
potential ones, the organisation narrows the relationships to provide better involvement between 
the parts. 
 
Regarding the partnership with suppliers, F.H (Logistics Manager) argued that “We have involved our 
suppliers in developing new packaging solutions”. This is considered one of the important aspects of 
a strategic supplier, however, other aspects must be considered to enhance the relationship, e.g. a 
direct linkage with the S&OP internal processes and the knowledge of Guararapes’ business strategy. 
Moreover, in order to enhance the integration with suppliers, the organisation needs to increase the 
level of information sharing, the trust as well as shared benefits and risks with the key suppliers.  
 
5.2.3 Internal Integration 
 
The literature emphasises that in addition to the external collaboration, the internal collaboration is 
also important to achieve overall integration in the SC (Barratt, 2004 and Lee, 2004). Moreover, as 
argued above, this dissertation focuses on Vertical Collaboration, which included internal integration. 
From the case study, the findings revealed the importance of internal integration. In this context, R.C 
(Strategic Planning Manager) argued that “The importance of internal integration is, from my 
standpoint, related to how we can be more flexible and innovative, in a sense that we can use 
information from all the functional areas of the business, by using a collaborative approach”. 
 
 68 
The case study has shown evidence of a great focus on enhancing internal integration. In this context, 
F.C (SC Director) stated that “Everyone is aligned to the plan, working towards the same objectives. 
We have to involve people from all areas in the decisions, as they are impacted by the changes in the 
SC. I don’t know if we should be more integrated or not, or if we already achieved a great degree of 
integration necessary for our operations”. Opportunities in this area may be associated to a more 
formalized process of integration among functional areas of the business. F.C (SC Director) has also 
emphasized that the organisation works together to align all the SC plans regarding the long term 
strategy and the impacts of each plan in the operations, reaching a consensus and prioritizing the 
major projects.  This emphasises that the company is looking at things in an integrated way, in an 
internal perspective. 
 
The main objective of internal integration is to achieve an integrated planning process, with the 
functional areas of the business aligned to the SC plans. Regarding this point, one of the good 
practices derived from the case study is the Sales and Operations Planning Process. The S&OP, as 
explained in the literature review chapter, aims to integrate all the functional areas of the 
organisation to balance demand and supply. A.F (Planning Manager) explained that “The S&OP 
process is formalized in regular scheduling meetings, which occurs every week, with involvement of 
the areas impacted by the SC operations of the business”. These functional areas include marketing 
(forecast and promotions), production planning, deployment, inventory management, manufacturing, 
procurement and finance. Additionally, S.V (Commercial Planning Manager) argued that “One single 
plan drives the operations in the S&OP meeting; this makes feasible the alignment between the 
functional areas”. However, observations have shown evidence of the need of more integration with 
the Finance area to understand the bottom line impact of the decisions made in the S&OP process. 
Regarding how the communication and integration happens, F.C (Supply Chain Director), pointed out 
that “We have frequent communication and coordination among the functional areas and examples 
 69 
are the S&OP and the Senior Leadership Team meetings”. The S&OP model used by the organisation 







Figure 21 - Model of Internal Integration with support of the S&OP – Source: Adapted from company 
documents 
 
To achieve a Best in Class capability on internal integration is necessary to formalize the processes 
and to have common goals among different functional areas, as well as to master that practices year 
over year. A.F (SC Planning Manager) argued that “we have common targets among areas, for 
example one of our most important indicators, the out-of-stock, is also the target from marketing 
area, which works on the demand forecast. This is one important practice to foster integration”. This 
unique targets all over the chain makes feasible the collaborative work, as all the areas are aiming to 
achieve the same results. 
 
Regarding technology, R.C (Strategic Planning Manager) argued that “We are using the SharePoint 
technology to enhance internal Integration”. The idea of this organisation is to use the system to 
exchange information across all functional areas and, in the future, expand to exchange information 
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with our suppliers and customers. Furthermore, this initiative shows evidence of the importance of 
technology to facilitate the process of integration. 
 
5.3 Reasons and Benefits for SC Integration 
 
This section aims to compare and contrast the reasons and benefits derived from the literature 
review with those obtained from the case study. It was found in literature and confirmed in the case 
study that firms aim to integrate its SC due to the following reasons:  
 
 First, the benefit would be to have supply connected to demand. Regarding this aspect, F.H 
(Logistics Manager) highlighted that “One of the major benefits of SC Integration would be to 
have supply connected to the demand”; 
 
 Second, the overall efficiency of the chain is enhanced. The evidence from the case study 
emphasizes many aspects recalled from the literature: cost reduction, increased flexibility, 
and lower response times (Lee and Whang, 2001). F.H (Logistics Manager) argued that “From 
the moment the organisation achieve SC  Integration with suppliers and customers, it will 
achieve several benefits, such as lower levels of inventory across the chain, more efficient 
operations, reliable suppliers and a better service level for the customers, impacting the 
financial results in the bottom line. This represents an important gain for all the SC”. 
Reinforcing this point, R.C (Strategic Planning Manager) argued that “My perspective of the 
benefits of integration is related to the opportunities that we can achieve in the entire chain, 
considering from our suppliers until the final consumer of our products. If we can be as 
efficient as possible in the process, not only reducing the lead times, however, also 
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optimizing costs, this could create a strategic advantage”. Additionally, the research output 
has shown that there are many benefits of enhancing integration, among them are to reduce 
the waste throughout the chain, to reduce cost to all the players, to improve the 
effectiveness of the operations, and, as a consequence increase the competitiveness of the 
entire SC; 
 
 Third, the industry dynamics enhance the importance of integration, as the power of 
customers remains increasing. Moreover, as discussed in the fourth chapter of this 
dissertation, there is a trend towards concentration in the retail industry. As stated by C.L (SC 
Director) “The way the big super and hyper market chains grew in the US and Europe made 
them create a huge distribution center, and as a consequence, they required that the 
delivery should be made in the distribution centers, and not in the stores anymore. This had 
a direct impact on the SC design, configuration and management of the bottlers in those 
regions. As far as I understand, this is what may happen in Brazil”. As the key players in the 
market becomes even more representative in terms of volume and revenue, it is essential to 
work collaboratively with them.  
 
5.4 Challenges and Difficulties of SC Integration 
 
One of the main challenges experienced was found both in the literature review and the case study 
and reflects the importance to define with whom to collaborate in the SC and the development of 
trust (Barrat, 2004).  In this context, R.C (Strategic Planning Manager) argued that “The main 
challenge is to find the right partners, in whom you may trust and also which have the same or 
similar values and goals. The mutual dependency is not possible without trust. You need to build 
trust all over the chain”. 
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Additionally, among the difficulties experienced by Coca-Cola Guararapes, was the importance of the 
cultural change required to implement truly partnership with suppliers and customers. Regarding this 
point, R.C (Strategic Planning Manager) argued that “Another important point is the entire cultural 
change that is necessary to achieve integration”. F.H (Logistics Manager) agreed upon this point and 
argued that “Integration requires an important cultural change that is based on being more opened 
to the requirements of customers and suppliers”. Additionally, it was emphasised that the firm have 
to think outside the boundaries of the organisation in order to understand better the aspects related 
to the demand. 
 
Another major issue is to enable a greater degree of information sharing. As argued by Barrat (2004), 
information sharing plays a critical role in collaboration, however, it depends upon the development 
of a previous collaboration mindset, which involves trust, commitment and risks and rewards sharing. 
From the case study, it was emphasized by F.W (Planning Coordinator) that “the potential 
information sharing process with customers to improve forecast accuracy is a big challenge, as we 
have to integrate our systems, and improve the level of trust between the organisation and the 
partners”.  
 
5.6 Level of Strategic Alignment 
 
Cousins et al. (2008), stated, building upon the literature, that the alignment between SC and 
business strategy is achieved when the SC supports the overall strategy. Under this perspective, R.Q 
(Strategic Planning Manager) claimed that “In Coca-Cola Guararapes, the SC is aligned to the business 
level strategy. For instance, when we did the Strategic Planning Process, most of our operations were 
analysed in terms of infrastructure capacities”. One example, emphasised in Strategic Business Plan, 
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was that the company is looking for new solutions for the products’ distribution of in the growing 
urban areas, due to legal restrictions of traffic in the downtown. This SC strategy supports the 
business strategy of expanding the customer base, thus, resulting in increased profit margin.  
 
The organisation creates a long term view plan for SC which is included in the Business Plan and in 
the Strategic Business Plan. The Business plan is developed in an annual basis, and the Strategic 
Business Plan has a focus for the next three years. In this context, F.C (Supply Chain Director) gave an 
example “For Suape’s plant we have a plan for each year from 2010 to 2018, this includes a long term 
infrastructure planning, manufacturing capacity, transportation fleet composition and elements of 
the warehousing. The plans are created in alignment with the business strategy of expanding the 
portfolio and the expected volume growth”.  
 
F.H (Logistics Manager) stated that “All the SC initiatives are aligned with the Business Plan and the 
Strategic Business Plan. For example, if we are investing in enhancing the technology of the 
warehouse, this is aligned to the strategy of expanding the portfolio of SKUs”. The evidence from the 
interviews reinforces the theoretical arguments discussed in the first chapter of this dissertation 
which states that the beverage industry is being impacted by a growing number of SKUs. The analysis 
of internal documents has shown that the portfolio of Coca-Cola Guararapes has been expanded 
from 151 to 252 SKUs in a four years period in response to market dynamics. As a consequence, the 
business has been increasing in complexity. Therefore, the business has to adapt its SC infrastructure 
to support the growing of the business, in terms of volume and portfolio expansion.  
 
Regarding the strategic position of the organisation, F.H (Logistics Manager) stated that “Our strategy 
is based on differentiation, as well a strong focus on reducing the costs in order to be able to serve 
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directly a larger base of customers, offering an expanded portfolio. In this context, the business 
strategy is to be a complete beverage supplier, offering a portfolio which includes not only 
carbonated drinks, but also still beverages, as juices, water and teas”.  
 
Another important aspect is to have metrics in place to assure that the strategy is being performed 
as planed. Regarding this point, F.C (Supply Chain Director) stated that “we measure several KPIs to 
evaluate the major aspects of SC strategy, as the Fill Rate and the OTIF (On time in Full)”. This is 
important to assure the reconciliation process, meaning that what you said you were going to do in 
the Strategic Planning is aligned with you actually did. R.Q (Strategic Planning Manager) agreed upon 
this point and argued that “We measure key performance indicators (KPI’s) to ensure that the 
strategy is performing according to the plan. We analyse the metrics on a daily basis, and the top 
level indicators monthly. This is done to make sure that the operations are linked to the strategy”. 
Also, F.H (Logistics Manager) emphasised the importance of the KPIs for the strategic alignment 
process and stated that “We measure operational and strategic KPIs to align the operations to the 
business strategy. For example, one of our strategic business objectives is to have a certain service 
level; as a consequence, the operations have to be aligned with that, providing a reduced index of 
out-of-stock and a delivery reliability according to the service level agreed”. Additionally, F.H 
(Logistics Manager) argued that an important aspect of the strategic alignment is to link the goals 
with the variable remuneration of the employees. F.H stated that “We have our main metric goals 
associated with the remuneration in all the areas of the organisation to enhance alignment and 
commitment”.  
 
The Strategic Planning process at Coca-Cola Guararapes has been redesigned and includes initiatives 
that integrate the business strategy of the short, mid and long terms in the format of the BSC map, 
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including its Top Level Indicators. From the business strategic map with its macro strategic objectives, 
each area has developed its own BSC map. This aims to create a complete alignment in the strategic 
execution of the company. All other operational planning processes are then following this business 
strategy, including the S&OP process. Regarding the alignment process, R.Q (Strategic Planning 
Manager) stated that “In order to make sure that the functional strategies are aligned to the business 
strategy, we use the methodology of the BSC. The main objective in our strategic map for SC is to 
integrate the entire chain, from planning to customer relationship management”.  
 
The organisation develops several plans to assure that the SC Strategy is aligned to the Business 
Strategy. During the process of formulating the strategy, Coca-Cola Guararapes involves all functional 
areas (e.g. Marketing, Finance, HR, Supply Chain and Sales) in a dynamic and participatory process. 
The needs of stakeholders, customers, suppliers and the community are identified based on 
information from research conducted by Coca-Cola Guararapes. F.H (Logistics Manager) emphasised 
the importance of SC in the development of the business strategy and stated that “We have active 
participation of the SC in the formulation of the strategy. This is very important to align the plan and 
the execution”. 
 
Based upon the strategic planning process, composed by the annual business plan and the strategic 
business plan, the strategic map of the organisation was defined. The strategic map of the Coca-Cola 
Guararapes is based on different perspectives, which consider the tangible and intangible assets of 
the organisation. The map can be interpreted as the strategic vision of the integrated business 
strategy with emphasis on the following pillars: People, Excellence in Customer Relations, Innovation 









Figure 22 - Strategic Map of Coca Cola Guararapes – Source: Adapted from Company Documents 
 
There are, however, still opportunities for improvement, as stated by F.C (Supply Chain Director), 
“We still have opportunities to integrate all those aspects of SC Strategy, such as infrastructure 
planning, manufacturing capacity, transportation fleet composition and elements of the warehousing, 
with Demand, Operations and Inventory Planning”. From the company’s observations, it was clear 
that there are also opportunities to formalize the integration in a single plan, and communicate it 
across the system. The communication is necessary to assure that everyone is aligned. Further 
opportunities involve a formal planning process in place, based on a holistic design of the operations. 
 
5.7 Impact of the SC dimensions on Competitive Advantage 
 
Firstly, it was observed in the interviews that SC is considered to be crucial to achieve competitive 
advantage in this particular organisation. From this perspective, R.C (Strategic Planning Manager) 
argued that “SC is crucial to the success of our business”. Indeed, the beverage business is very based 
on the SC capabilities, as discussed in the previous chapters of this dissertation. R.Q also argued that 
“everything that we can improve in terms of SC efficiency creates important advantage in the 
market”. In another interview, F.H (Logistics Manager) agreed upon this point and stated that “Our 
SC is one of our major strengths”. 
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Regarding the position of the competitors, discussed in section 4.4.1, R.Q (Strategic Planning 
Manager) argued that the firm design its SC in a different way compared to the main competitor 
(Ambev). He stated that “Their operations are more verticalized, which means that they own raw 
material plants, such as, glass bottles plants, PET plants and sugar manufacturers. However, 
Guararapes have not designed the SC in that way. We don’t know yet which of them will achieve the 
best results”.  
 
Also, as mentioned in the previous literature review, competitive advantage can be defined as the 
ability of an organisation to achieve and sustain a position in the market over its competitors (Porter, 
1985). Regarding this point, R.C (Strategic Planning Manager) argued that “I believe that SC 
alignment and integration create a strategic advantage. This strategic advantage means that no other 
business and no other competitor could be able to understand and replicate what our company is 
doing”.  
 
Moreover, R.C also emphasises the importance of the combination of different activities in the 
internal processes, which, as a consequence, are more difficult to imitate. He argued that “The idea is 
that the combination of activities would create sustainable and profitable operations. The main goal 
is to create a competitive advantage which is not easily imitated”. In order to explain how this 
sustainable advantage could be achieved, he exemplified as follows: “We can launch a new product 
such as Coke Zero, but, this product is in the market place and everybody is seeing what the firm is 
doing, and the competitors may launch similar products.  However, if you have a strong SC it is more 
difficult to imitate the entire process”. F.H (Logistics Manager) agreed on the importance of the two 
dimensions of SC to create competitive advantage and argued that “SC Strategic Alignment and 
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Integration represents an important step further in the SC development. If we achieve this we will be 
even more competitive in the long term”.  
 
Building on the previous literature review, the dimensions proposed by Li et al. (2006) to determine 
competitive advantage are: price, quality, delivery service level, product innovation and time to 
market. Those aspects were also considered important in the empirical research, as shown from the 
evidence of the interviews. Moreover, the impact on competitive advantage trough value creation 
was emphasized. First, R.Q (Strategic Planning Manager) emphasized that “The major aspects that 
create competitive advantage in the beverage industry are to delivery value for the customer, to 
have the right time to market, an innovative portfolio and a great degree of flexibility”. Reinforcing 
this point, F.H (Logistics Manager) stated that “Our SC initiatives are reflected in the market by a 
differentiated service level to our customers, high standards of quality in both the product and the 
package as well as brand loyalty, which can be illustrated by our market share growth”. F.H (Logistics 
Manager) also emphasized the importance of being considered a reliable supplier, creating value for 
the customers and argued that “our aim is to deliver the right product, at the right time and the right 
conditions, with the right cost”. Therefore, the advantage based on SC can also be achieved trough 
cost advantage. 
 
5.8 Results and Performance  
 
 
As discussed in the literature review chapter, the organisational performance was defined in terms of 
market and financial performances (Li et al., 2006). Moreover, the market performance was 
measured considering the Market Share evolution. The financial performance was measured based 
on the profitability (EBITDA margin). Deichert et al. (2006), emphasize the importance of those 
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metrics to evaluate the performance in the soft drink industry. Those metrics was proved relevant 
also in the practice of the organisation, as argued by R.Q (Strategic Planning Manager), “The 
performance in the beverage industry is measured in terms of market share and profitability. That is 
how we can compare different operations worldwide”. 
 
Market share can be defined as the percentage or proportion of the total available market or market 
segment that is being served by a company. The continuous growth in the market share, can, 







Figure 23 – Market Share Evolution (%) – Source: Adapted from Company Documents 
 
Over the past seven years, the same growth tendency was observed in the profitability metrics, 
illustrated in figure 24. As discussed in the literature review, the metric used to evaluate the financial 
performance is the EBITDA margin. This metric can be defined as earnings before interest, taxes, 
depreciation and amortization and is a key performance indicator used to analyze a company's 
operating profitability. The continuous growth in the EBITDA margin represented a compound annual 














Figure 24 – Profitability: EBITDA Margin Evolution– Source: Adapted from Financial Company Reports 
 
R.Q (Strategic Planning Manager) emphasised the importance of the SC Strategic Alignment and 
Integration to achieve the above results and stated that “From our results, it can be observed that 
we already achieved the leadership in the soft drinks industry in our region”. The market share of 
nearly 60% shows evidence of this achievement. Additionally, R.Q (Strategic Planning Manager) 
explained that one of the main aspects of this result is that the company is integrating the SC internal 
processes and having the SC aligned to the business strategy: “Additionally our profitability metrics 
are among the best in the Coca-Cola system worldwide. Those are the consequences of operating 




Regarding external integration, analysed in section 5.2 of this chapter, the organisation has not 
achieved a great degree of collaboration with customers and suppliers. However, the organisation 
considers SC Integration as being important to capture opportunities in the SC. This can be concluded 
by the position of R.C (Strategic Planning Manager), which stated that “Our goal is to enhance the 
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Despite the customer and supplier relationship models, the evidence from the case study interviews 
shows that the organisation do not use enough tools in order to enable integration with key players 
across the SC. The integration with customers and suppliers was analysed in sections 5.2.1 and 5.2.2 
of this chapter. This point does not reflect what was stated by Akkermans et al., 1999, regarding the 
evidence of significant collaboration between manufacturers and retailers in the form of different 
collaborative approaches, with emphasis to Collaborative Planning, Forecasting and Replenishment 
(CPFR) initiatives. An evidence of the case study is that many efforts have been doing in order to 
enhance internal integration, which still represents opportunities to many firms (Barrat, 2004). 
 
According to the framework of collaboration stages discussed in section 2.3.4 of the literature review 
and to the outputs from the case study discussed above, this organisation can be positioned in a level 
between Cooperation (e.g. involving the suppliers on the package development)  and Coordination 
(e.g. EDI with Wall Mart). The organisational relationships vary between cooperation with some 
customers and suppliers, and of coordination with others. The organisation should work on SC 
Maturity in order to evolve into a Collaboration stage, based on commitment among partners and 
longer-term relationships. SC Integration is important to achieve a sustainable position over the long 
term. 
 
Also building on the discussion of the previous literature review, organisations are better 
understanding the benefits of collaboration (see section 5.3), showing empirical evidence of interest 
to enhance SC integration (Christopher and Peck, 2004). In alignment with what was argued in the 
literature and despite all the challenges discussed in section 5.4, the company aims to achieve SC 
integration because the benefits of the process overcome the costs in the long term. Reinforcing this 
point, F.H (Logistics Manager) argued that “I believe that the benefits of the process are bigger than 
the challenges. However, in the short term they are very difficult to overcome”. The difficulty may be 
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explained by the high investments required in the process and the long time to be implemented. 
Indeed, the opportunity is to adopt a longer term perspective, reinforcing the importance of 
partnerships.  
 
Therefore, reflecting the theory, Hamel and Prahalad (1996) stated that the relationships between 
key players in the SC can’t be transaction oriented; they are essentially long term approaches. F.H 
(Logistics Manager) emphasised that “To achieve SC integration is necessary to overcome the short 
term perspective of the business. It is important to think more in the long term, rather then in the 
short term, investing in win-win relationships”. As a consequence, the company has still opportunity 
to achieve a “significantly improved performance”, as stated by Barratt (2004), developing the entire 
SC. 
 
The evidence of the case study regarding the benefits and challenges of SC integration are aligned to 
what was discussed in the literature. On the one hand, Lee (2004) argued that integration allows all 
the players to focus on achieving the best service level to the end customer. Reinforcing this point, 
Lee and Whang (2001) stated that integration has several benefits, as cost reduction, increased 
flexibility, and lower response times. 
 
The comparison between the benefits and challenges derived from the case study were illustrated in 
figure 25.  The figure shows that the empirical evidence reinforces what was proposed in the theory. 
On the other hand, despite the higher benefits compared to the costs, the organisation is still in the 








Figure 25 – Benefits and Challenges of SC Integration: Evidence from the case study - Source: Elaborated by 
the Author 
 
Regarding the scope of vertical collaboration, proposed by Barrat (2004), the organisation has 
developed several initiatives to enhance internal integration, analysed in section 5.2.3, by 
implementing the S&OP process. Additionally, the organisation is using EDI for inventory 
replenishment with Wall-Mart, and has showed some initiatives of involving suppliers in the 
development of new packages.  However, the other aspects regarding external integration remain an 
opportunity for this organisation. The main aspects of integration in this organisation was 
summarized in figure 26, in which the shaded areas represents the actual practices of the 
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Evidence from the case study, analysed in section 5.6, has shown that the organisation has achieved 
a great degree of SC Strategic Alignment by implementing the Balanced Scorecard methodology, 
linked KPI’s and by the involvement of the functional areas in the strategy formulation. From the 
analysis of Guararapes’ strategic map, illustrated in figure 22, it can be concluded that SC is an 
important priority, as it represents one of the top four objectives of the organisation. Regarding this 
topic, the outputs of the interviews confirmed the strategic importance of SC for the organisation. 
The results of two different methods of collecting data support the theory that the SC represents an 
important aspect of the overall strategy (Cousins, 2005).  
 
Regarding the impact of the two SC dimensions on competitive advantage (see section 5.7), figure 27 
illustrates that the evidence from the case study is aligned with what was discussed in the literature 
review. SC was considered an important source of competitive advantage for this particular 
organisation, as it represents a combination of different activities, which are difficult to imitate. Thus, 
SCM, as proposed in the literature review by Christopher (2005), can create both cost advantage and 
value advantage. Cost advantage is related to the efficiency gains in the chain and value advantage to 
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Moreover, the overall performance of the organisation, analysed in section 5.8, illustrates a 
sustainable growth both in terms of market share and in terms of profitability. Those results can be 
considered as the result of the practices of this particular organisation, including the SC Integration 
and Strategic Alignment perspectives. Therefore, in a more general context, some evidence has 




5.10 Key Findings of the Analysis 
 
 
On the one hand, the interviews conducted have empirically verified that SC Integration is 
considered important; however, the organisation has a greater focus on enhancing internal 
operations instead of collaborating with customers and suppliers. On the other hand, the research’s 
output has shown a great degree of Strategic Alignment in the organisation. The major findings 
derived from the analysis of this research were: 
 
1. There is a difficulty to cope with the challenges of SC external integration (see sections 5.3 and 5.4). 
Indeed, the organisation has not overcome the barriers of external integration. As discussed in the 
section 5.9 of this chapter, the challenges are very difficult to overcome in the short term because 
the process requires high investments and is very time consuming. There is an opportunity to adopt a 
longer-term view, necessary to create win-win partnerships. External integration has been 
considered as an important opportunity, however, as it requires a huge effort in the short term, the 
focus is still on internal efficiencies gains and improvements. Despite the higher benefits compared 
to the costs, the organisation is still in the process of overcoming those challenges to achieve SC 
 86 
Integration. According to the theory, the impact of this integration would be beneficial to the overall 
results of the operations. Because of this, the role of external integration is critical and should be 
pursuit in order to enhance the position of this organisation in the market, achieving a sustainable 
position over the long term. 
 
2. The lack of technologies and closer relationships were considered important aspects for the 
organisation in order to develop a great level of information sharing among partners (see section 
5.2). Another output from the case study emphasised the importance of trust and common goals and 
objectives all over the chain. External integration is perceived as the next step in the process of SC 
Integration; and therefore the emphasis is on enhancing internal processes integration first, and then 
evolve towards external collaboration; 
 
3. Evidence has shown that the integration with retailers has not achieved the level expected and 
emphasized in the previous literature (see section 5.2.1). Strategic partnerships are advocated as 
being essential; however, the planning process from the organisation is still disconnected from the 
customers planning. Moreover, CPFR processes are not in place in contrast with the literature review. 
The usage of CPFR, however, is part of the plans of the organisation.  
 
4. The case study has shown evidence of a great focus in enhancing internal integration (see section 
5.2.3). One of the important practices observed trough this case study was the implementation of 
S&OP in order to foster internal integration. The main objective of this methodology is to connect 
supply and demand internally. This is one best practice in this particular industry that may be used in 
other industries to better manage the internal aspects of the SC.   
 87 
 
5. Evidence from the case study illustrates the relevance of the SC as a strategic weapon to compete 
in the current changing scenario of the beverage industry (see section 5.6). Indeed, SC is an 
important priority of this organisation, expressed as one of the pillars in the strategic map. 
 
6. Another important result from the case study is that the organisation applies the Balanced 
Scorecard methodology (see section 5.6), as well as Linked KPI’s to assure that the SC strategy is 
aligned to the business strategy. Additionally, in order to achieve SC Strategic Alignment, the SC area 
is involved in the Business Plan and Strategic Business Plan processes. This evidence shows the 
importance of Strategic Alignment to achieve the internal development, by supporting the business 
strategy, in the beverage industry. Focus only on the SC Alignment may not consider the further gains 
of focusing on SC development, by enhancing SC integration.  
 
7. The results from the case study confirmed what was suggested in the literature that the two SC 
dimensions creates competitive advantage trough cost and value advantage (see section 5.7 and 5.9). 
 
8. Therefore, based on the major findings and the previous discussion (section 5.9), the two 
dimensions of the SC are considered to be crucial to achieve competitive advantage in the scope of 
this particular organisation. In a more general view, due to the research limitation of applying a 
single case study, some evidence supports this relevance for the beverage industry. It remains 
necessary, however, to explore further different realities and case studies, such as discussed in 
section 6.6.  
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One important contribution of this dissertation was the SC Strategic Matrix, which can be used to 
evaluate the position of one organisation regarding its level of SC Integration and Strategic 
Alignment. The matrix can be considered as one way to visualize the relationship between the 
alignment of business strategy and the level of integration within the SC in order to achieve 






Figure 28 – Supply Chain Strategic Matrix -Source: Elaborated by the Author 
 
In this matrix, the organisation focus of this case study has achieved a position between a focus on 
internal development moving towards a sustainable position, by further explore the opportunities to 
enhance SC external integration.  
 
The matrix illustrates that the combination of a high alignment of business strategy and a high SC 
integration leads to a sustainable strategic position (as discussed in section 5.7). While having a high 
strategic alignment and a low SC integration, leads to a greater focus on internal operations, which 
may not be sustainable over the long term given that the competition takes place at the SC level. At 
the same time, by emphasizing the SC Integration perspective, the organisation would achieve a 
position focused on the development of the SC, however, it may not support the business objectives. 





















this research, developing at the same time the SC Strategic Alignment as well as the Integration both 
upstream and downstream the SC.  
 
5.11 Summary  
 
This chapter analyzed and discussed the evidence from the original case study research, conducted in 
the form of interviews. Moreover, this chapter has emphasized the importance of SCM to achieve 
competitiveness in the beverage industry, illustrating “why” the organizations in this industry may be 
aiming to achieve SC Integration and “how” the two dimensions of SC Integration and Strategic 
Alignment are important to achieve competitiveness in this particular industry. Both dimensions 
proved to be important by providing benefits, in terms of cost or value, to the organisation.   
 90 




SCM plays a critical role in the overall performance of the organisations and a big amount of effort 
should be used to enhance the level of Integration within the SC and to assure that the SC Strategy is 
aligned to the Business Strategy, if an organisation wants to remain competitive in the future.  
 
The aim of this research was to explore and identify the relation between SC Strategic Alignment and 
Integration based on the practices of one particular organisation in the Beverage Industry. The 
empirical analysis and results have fulfilled this aim. The research reveals that organisations are 
aiming to achieve SC Integration due to the potential benefits perceived, however, there are few 
practices in place to achieve the goal of integration. Moreover, evidence has show a strong emphasis 
on internal integration in the overall context of SC Integration. The relevance of strategic alignment 
to achieve the proposed results was validated in practice. From a theoretical point of view, the 
organisation still has opportunities to capture the benefits of external integration.  
 
This chapter is composed of additional five sections. First, the reflections of the theory and the 
research limitations were explored. Second, the limitations of the research were highlighted. In 
addition, the major findings were summarized, followed by the reflections upon the research 





6.2 Reflections of the Theory 
 
Many aspects of the theory were confirmed with the empirical evidence of the case study. The most 
relevant aspects are related to the focus of the two research questions.  First, it can be recalled from 
the literature that connecting supply to demand can generate important benefits along the SC 
(Barrat, 2004).  The importance of linking supply and demand and its associated benefits, was also 
pointed out in the original research conducted for this particular organisation. Second, the literature 
suggests that SCM practices has an impact on the overall organisational performance, and, therefore, 
in the competitiveness of the firm (Li et al., 2006). Regarding the relevance of two dimensions to 
create a defensible position over competitors, the evidence from the case study confirmed this 
theoretical standpoint.  
 
6.3 Research Limitations 
 
 
Despite the fact that a single case study may provide an important source of empirical knowledge 
(Denzin and Lincoln, 2005), a research based on a single case study represents also a limitation. First, 
the results obtained from this dissertation can not be generalized as a theory. Despite the theoretical 
approach validation in the case study, the conclusions are restricted to the characteristics of the 
beverage industry and the organisation’s SC. This limitation can be recalled from the literature. Li et 
al., (2006) stated that SCM practices may be influenced by different contextual factors, such as the 
type of industry, the size of the organisation, the SC position, how the SC is designed and the type of 
SC. This fact justifies the importance of a validation of theoretical models and concepts, by using 
different case studies in the same and in different industries. Another limitation is that a single case 
study may create bias, as it is based on the practices of a single organisation.  
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6.4 Summary of major results 
 
Indeed, this dissertation, through a case study research has identified some major findings. In this 
scope, the main results identified may be summarized as follows: 
 
 Evidence from the case study has emphasised that SC external integration requires a huge 
effort to cope with the associated challenges, mainly in a short term perspective; 
 The low level of collaboration among partners may be explained by the lack of technologies 
to enable information sharing among them, as well as a lack of trust and common objectives.  
 The output from the case study has shown that the integration with retailers has not 
achieved the level expected and emphasized in the previous literature, with no usage of 
collaborative tools, as the CPFR.  
 The case study has shown evidence of a great focus in enhancing internal integration, by 
using the S&OP methodology. 
 SC was considered an important priority for this particular industry, as efficiency gains 
becomes essential due to the changing scenario.  
 There is evidence of a great degree of SC strategic alignment within this particular 
organisation in the beverage industry. This is reflected in the usage of the Balanced 
Scorecard and linked KPI’s; 
 SC, as confirmed from the outputs of the case study, has an impact on competitive 
advantage trough cost and value advantage. 
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When all the findings are coupled together, it is evident the importance of the two dimensions of SC 
Integration and Strategic Alignment to achieve competitive advantage in the beverage industry, as 
discussed in section 5.9.  These findings help in concluding that SC Integration with both customers 
and suppliers is a major opportunity for the organisations in this industry. Additionally, SC is 
considered an important weapon to support business strategy, as analysed in section 5.6 of the 
previous chapter. Therefore, the empirical analysis and results have fulfilled the aim of explore and 
identify the relation between SC Strategic Alignment and Integration and its impact on competitive 
advantage based on the practices of one particular organisation in the beverage industry.  
 
6.5 Reflection upon the research questions 
 
The objective of a research is to provide useful answers to the proposed questions. The two research 
questions emerged from the literature review, building the pillar of this case study research. The first 
question aimed to explain “why” companies in the beverage industry are aiming to achieve SC 
Integration. The case study has shown evidence to answer this first question, as discussed in section 
5.9 of the last chapter. Despite the low level of external integration, the organization is aiming to 
achieve SC Integration because the benefits of this process overcome the costs, as illustrated in 
Figure 25 - section 5.9 of the last chapter. Indeed, the potential benefits of SC Integration represent a 
major opportunity, mainly in the beverage industry, which is characterized by high levels of 
competition, retail concentration and changing customer’s preferences.  
 
Furthermore, the objective of the second question was to explore “how” the two dimensions of SC 
Strategic alignment and integration may create competitive advantage for the organisations in this 
particular industry. Those two dimensions create competitive advantage for this organisation 
through cost and value advantage, confirming what was suggested in the literature (Christopher, 
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2005). Evidence from the case study research suggest (see sections 5.7, 5.8 and 5.9 on Chapter 5)  
that a value creation is achieved by having a different combination of activities in the SC which can 
not be easily imitated by the competitors and also by providing a better service level for the 
customers. At the same time, cost advantages can be achieved trough efficiencies across all the SC, 
such as inventory and lead time reductions,   more efficient operations and reliable suppliers. The 
performance of the organisation, represented by the market share evolution and profitability 
confirms the successful position of the organisation in the market, illustrating it competitiveness.  
 
6.6 Directions for Further Research 
 
 As this dissertation mentioned above, there are major areas requiring further research, which might 
consider the following dimensions: 
 First, as discussed in the third chapter of this project, the case study has only been applied in 
one single organisation in the beverage industry. Further research, by applying several case 
studies, is required to create a theory regarding the relevance of Supply Chain Strategic 
Alignment and Integration for Competitive Advantage in this specific industry.  
 Second, a general model to define the impact on competitive advantage needs to be 
developed because there remains a significant number of factors affecting competitive 
advantage which was not considered, as discussed in chapter two of this dissertation. This 
thesis mainly focuses on the dimensions of price, quality, delivery service level, product 
innovation, time to market, and, additionally, organisational performance. However, many 
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8 - Appendix 1 – List of Questions 
 
1) In the context of the beverage industry, where do you see the biggest opportunities of 
creating value by managing the Supply Chain well in your organisation?  
 
- Do you consider that your organisation has opportunities regarding: 
o Improving efficiency and effectiveness? 
o Design better the SC? 
o Improve the dynamic of the SC? 
o In the Configuration of the SC? 
o In the management of the SC? 
 
Objective of question: Broad question that aims to evaluate if the executive will put much 
emphasis on the internal processes rather than seek opportunities on the entire Supply Chain 
(considering integration with suppliers and customers). 
 
2) Do you consider your organisation to be integrated with suppliers and customers? Why/ Why 
not? 
 
- Does your organisation develop partnership with customers and suppliers? 
- Does your organisation exchange information with customers and suppliers? 
- How does your organisation prioritise the partnership with customers and suppliers? 
- What technologies/ processed does your organisation uses to exchange information with the 
suppliers? 
 
Objective of question: Evaluate what the executive consider to be integration and in which level 
is the collaborative approach in order to contrast with theoretical frameworks of SC Integration 
(SC Maturity) 
 
3) What are the practices/ projects developed by your organisation to achieve integration? 
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- What are the main actions developed together with suppliers and customers? 
- How your organisation does decide which projects to perform to achieve integration? 
 




4) What is the role of internal integration in the overall context of SC Integration for your 
organisation?  
 
- Do you consider internal integration to be a good opportunity for your organisation? 
- Do you use specific processes such as S&OP to improve internal integration and 
communication? 
- What is the level of internal communication among different functional areas in your 
organisation? 
 
Objective of question: Evaluate the importance of internal integration in the overall context of SC 
Integration (emphasised in the literature). 
 
5) What are the benefits derived from the initiatives to enhance SC Integration? 
 
- Can your organisation quantify the benefits of SC Integration? 
 
Objective of question: The potential benefits can explain the level of effort used to enhance SC 




6) What are the main challenges/ difficulties in achieving SC Integration with customers and 
suppliers? 
 
- Do the benefits of integration overcome the challenges?  
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- Do you evaluate together with the partners the causes of difficulties in achieving SC 
Integration? 
 
Objective of question: Identify the drawbacks and challenges in the process of SC Integration 
 
 
Research Question 2 
 
 
7) Do you consider your organisation to have strategic alignment of the Supply Chain with the 
Business Strategy? Why/ Why not?  
 
- What is the concept of strategy in the organisation? 
- Does the SC area participate in the process of development of the Business Strategy? 
- Is SC considered to be relevant to the overall performance of the business?  
 
Objective of question: Evaluate what the executive consider to be SC Alignment and why the SC 
Strategy supports the overall strategy of the organisation in the beverage industry 
 




- Does your organisation have linked KPI’s of the SC which impacts the overall strategy? 
- Does your organisation applies any methodology, such as BSC, to make sure that the SC 
strategy is aligned to the business level strategy? 
 
Objective of question: Identify the mechanisms used by the firm to align the SC Strategy to the 
Business Strategy (Can be a Balanced Scorecard for example or linked KPI).  
 
9) Do you consider SC Integration combined with Strategic Alignment important to achieve 
competitiveness in the beverage industry? Why/ Why not? 
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- Why the two dimensions of the SC are so important in the Beverage Industry? 
 
Objective of question: Evaluate if the executive consider the relation between those two 
dimensions as important to achieve competitive advantage in the beverage industry and the key 
reasons which explain this importance/ lack of importance 
 
10) How your SC collaborate to create competitive advantage for the organisation? 
 
- Do you consider your organisation to have a better SC than your competitor? 
- What are the aspects that define the competitive advantage for the organisation? 
 
Objective of question: Evaluate how the SC can be a source of competitive advantage in order to 
contrast with the theory. 
 
11) What are the results of the practices on Strategic Alignment and SC Integration? 
 








8 - Appendix 2 – Main concepts adopted in the Literature Review 
 
Main Concepts Definition Authors 
SCM “systemic, strategic coordination of the traditional business 
functions and the tactics across these business functions 
within a particular company and across businesses within the 
supply chain, for the purposes of improving the long-term 
performance of the individual companies and the supply 
chain as a whole” 
Mentzer et al. (2001) 
Strategy “Strategy is about being different. It means choosing a 
different set of activities to deliver a unique mix of value” 
Porter (1996) 
Operations Strategy “the total pattern of decisions which shape the long-term 
capabilities of any type of operations and their contribution 
to overall strategy (Corporate Strategy) through the 
reconciliation of market requirements and operations 
resources” 





The extent to which an organisation is able to create and 
sustain a position in the market over its competitors.  
The dimensions of competitive advantage used in this 
dissertation are: price, quality, delivery service level, product 






Li et al. (2006) 
Operations Strategic 
Alignment 
Cousins et al. (2008), defines Strategic Alignment as the link 
between functional strategies and corporate-level strategies 
Cousins et al. (2008) 
SC Integration Frohlich & Westbrook (2001) argue that the alignment 
between the operations strategy and the corporate strategy 
alone does not guarantee success, it is also necessary to 
integrate processes with suppliers and customers: 
considering a holistic view of the SC. 
 
The integration of SC has been described by Clancy as: 
“attempting to elevate the linkages within each component 
of the chain, to facilitate better decision making and to get all 
the pieces of the chain to interact in a more efficient way, 










bottlenecks (Clancy, cited in Putzger, 1998, cited in Power, 
2005) 
 
The basis of integration can therefore be characterised by 
cooperation, collaboration, information sharing, trust, 
partnerships, shared technology, and a fundamental shift 
away from managing individual functional processes, to 









Akkermans et al., 
(1999). 
 
